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MEMORANDUM FOR: Director of Logistics 


SUBJECT: ADP Systems Study 


1. Attached is a study entitled “Analysis of Agencies 
Computerized Finance and Resource Management System.’ That 
study identifies components of the finance and resource 
management system and their operating characteristics in order 


to flag inefficiencies and recommend alternatives. Recommendations 


contained in paragraph four were an integral part of that study 


and are being forwarded for review and approval consideration. 
2. The computerized system network consists of four stand 


alone systems (SAS) maintained independently of ICS, several 


‘internal systems under the command jurisdiction of OL, and OL 


controlled systems designed for interfacing with components of 


25X1 
DOD and: the Office of Finance. Maintenance responsibilities for 


the four SAS are as follows; 


Data bases for the SAS 


network house essentially the same data elements, yet these 

systems were programmed independently often in different languages. 
Data elements resident tol _ finctude those common to the 

other systems as well as agent names, equipment frequency, étc. 
With this. ménor exception data elements residing in the network 


‘are roughly comparable to those in ICS. 
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3. Internal OL administered systems belong to two classes: 
first, those already operational and; Seen those ee various 
stages of design. CONIF and AWCS are illustrative of the former 
class whereas FARS, the Vehicle Control System and the stand 
alone procurement system represent the latter. Like the SAS 
network, this component consists of independently programmed 
applications. Item Identification Branch, SD, manages one system 
which interfaces with the Defense Logistics Beryicee: Concer: This 
application, together with that designed to bridge data to the 
Office of Finance, constitute the only computerized interfaces of: 
the network. The configuration of this network contributes directly 
to inefficiency and exorbitant overheads. The design of an integrated 
system offers the most promising option for improving performance 
_capabilities of the total system at less cost. Integration has 
the potential of increasing operational Sirieieney because ICS 
and other updates translate into system andates which decreases 
dependency on manual update. 

4, Analysis of Supply Division workload factors contitn a 
downward spiral. This trend is believed attributable to five 
factors; first, external components are relying increasingly on 
SAS networks for resource management which tends to decrease 


reliance on logistics; second, the Director of Central Intelligence 
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routine logistic support which is certain to impact on logistics 
in terms of reduced workloads; third, certain operational 
programs are being retrenched or deactivated altogether; fourth, 
recent OC procurement of organic spares required. to maintain major 
systems for their entire life expectancy, together with purchase of 
repair and return materiel from direct eboried srocwrenche 
allotments, has resulted in a decrease in transaction processing 
because directs are excluded from formal accountability, and; fifth, 
inability of the computerized system to flag repetitive demand to 
provide a wider base for stockage. Implementation of an integrated 
system will reverse this trend and permit logistics to play a more 
positive role in resource management. 

5. Based on the foregoing it is recommended that: 

a. Staffing of the Systems Analysis Branch be 

expanded to include logisticians having credentials 

in automation technology in order to ‘synthesis * 

requirements of operating components for reduction 

to design specifications; 

b. Operating Divisions organize a cadre of system 
analysts to formulate data processing requirements in 


response to guidance from SA} 
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c. Systems personnel be tasked to define 
specifications for an integrated system together 


with a sound strategy for implementation. 
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TO : Chief, Supply Division 
SUBJECT: Analysis of ICS = Limitations and Capabilities 


1. This study is being submitted in response to your request that 
limitations and capabilities of ICS be analyzed, particularly with reference 


to its capability to interface with; a) internal computer systems such as 
fees wea etc, serving components other than OL; b) external DOD 


computerized systems and; c) other OL stand alone systems now operational 

or in the process of being implemented such as CONIF, AWCS, FARS, etc. It was 

also requested that the performance capabilities of ICS be related to current 95y7 
and future ADP requirements. 


represents the most critical element of the Agency logistic system. This stems 
from the fact that resources allotted to these:systems are divisible into shelf 
stocks positioned at forward storage facilities for release in response to 5X4 
demand with residual resources emplaced for operational use. . Four independent Ty 
programmed and maintained computer applications have been activated to exercise 


budget and management control over this network; EL dS Nc 
Sareea. common denominator Tfnks this system network 
together. That linkage derives from the fact that the four computerized systems 


have the capability to control the acquisition, storage, maintenance, and 
distribution of electronic resources. Basically, the mission of ICS can be 
expressed in similar terms which makes this system network compatible in terms 
of intent and purpose but incompatible in terms of maintenance and operation 
because the four systems exist independently of one another. 


3. Collectively, the dollar value of materiel prepositioned at foreward 
storage facilities (stock), monthly transaction counts, and the number of line 25X14 
items maintained in the four stand alone systems (SAS) are nearly comparable 
to their counterparts in ICS. This proposition can be confirmed by contrasting 
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line items were maintained at CD as of 31 Dec. 1977 compared to an estimated 
12100 for SAS the count of which is predominately non-expendable. Comparision 
of these quanta lead to the conclusion that system workloads are nearly evenly 
divided between ICS and the SAS network. One notable difference exists between 

_ these systems; namely, ICS engages in volume processing whereas SAS transactions 
normally represent singular equipment transactions. Original versions of SAS 
were designed to achieve low level data processing tasks. Enhancement of these 
early versions augmented the applicable components inventory management and 
control potential. This, in turn, encouraged components to become more actively 
involved in resource management responsibilities. Seemingly, the shift toward 

_ decentralization impacted on ICS in terms of declining workload. 


4, The four SAS were progranmed independently of ICS and one another, 
often in different data base management or programming language. This 
exclusionary principle is also an essential property of peripheral OL 
systems now operational or soon to be activated in logistics. ARS, AWCS, 
COHIF, and ICS clearly demonstrate the ascendancy and acceptance of SAS 
doctrine. Systems included in this network may be individually efficient — 
and yet be extremely inefficient from the stand point of total system operations. 
This contradiction. is attributable, in part, to the fact that the output of one 
system must be manually entered in the next system of the data processing chain. 
Thus file updates in the ICS/SAS network entail double inputs which increases 
-- overheads. Elements of this system are so numerous and complex that it is pro- 
bably not feasible to link the system together via computerized interface. Five 
reasons contribute to inefficiencies and high maintenance cost associated with 
this network; first, systems comprising the network must be programmed and 
enhanced separately which increases development costs; second, duplicate keying 
of identical or similar inputs for updating these systems increase manpower _ 
burdens and computer costs; third, file redundancies exist throughout the network 
which increases computer utilization costs; fourth, yields associated with 
integration are forfeited in SAS networks because enhancements must be implemented 
separately which is not true of the integrated system and; fifth, the continued. 
activation and deactivation of different software systems essential to the 
operation of the ICS/SAS network is extremely costly. we 
5. Supply Division workload factors have decreased rather precipitously in 
recent years. This decrease is believed attributable to the interplay of five 
factors which are self reinforcing; first, the Director of Central Intelligence. 


maintained by cognizant offices have decreased dependance on logistics; third,. 
accentuation of trends to purchase organic spares and repair/return materiel 
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SUBJECT: Analysis of ICS + Limitations and Capabilities 


from direct materiel procurement allotments, the accountability of which is 

_ excluded from ICS, has decreased transaction densities in ICS; fourth, 
implementation of systems designed to control the acquisition, storage, 
surveillance, and distribution of the logistic resource such as the computerized 
repair/return system recently programmed for OC to control 15,000 line items 
outside the formal supply system, and; fifth, the throttling down or deactiviation 
- Of operational activities. | 


6. Certain propositions described earlier can be verified statistically. 
For example, ICS processed an estimated 9834 transactions monthly in FY75, 6492 
monthly in FY76, 6450 monthly in 77, and 5526 monthly so far in FY78. Similarly 
procurements financed from direct materiel procurement allotments, expressed in 
dollar terms, accounted for 57% of total purchases in FY76, 69% in TQ, 77% 
in FY77, and approximately 80% to date in FY78. Statistically it can be argued 
that ICS processing levels are decreasing as a result of direct shipments. This 
phenomena can be reversed; provided, ICS is redesigned in such-a manner that it is 
capable of flagging repetitive demand and the trend toward decentralization is 
reversed. The impact of decentralization is best illustrated by example. Supply 
Division maintained 13,257 line items at CD as of 31 Dec. 1977. Assuming OC's 
computerized repair/return system spans control of 15000 line items and that the 
four SAS continue to manage approximately 12100 line items in the future, external 
systems will control twice as many line items as ICS. If these trends materialize 
in the future they may lead to a totally decentralized system in which logistics 
plays quite a different role in resource hianagement. 


7. Factual data for the analytical phase of the study was assembled on the 
basis of personal interviews, dollar value distribution reports furnished by 
Office of Finance, statistical reports provided by SOB and DCB, and special 
computer reports supplied by DCB. Raw data was subject to a verification rate 
approaching ninety percent. Accordingly, a certain margin of error may be 
inherent in the study. These errors, however, are not sufficient magnitude to 
distort projections presented therein or negate the validity of the study. 


8. The study concludes that present trends toward decentralization can be 
reversed through the design of an integrated inventory management and control 
system. Concurrently, it is concluded that efficiency and economy of operations 
can be maximized through integration, 
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Purpose: 


Succeeding paragraplis describe characteristics of several inventory 
managenient systens designed, developed and implemented independently of 
the Logistics Inventory Control System (ICS). The objective of this 
research effort is to determine whether or not the proliferation of 
stand alone systems is in violation of statute, regulation, or operational 
efficiency. Findings presented in this study must be regarded as pre- 
liminary as time precluded comprehensive analysis of environnents in which 
actual or planned autonomous systems operate. 
Legislative and Regulatory Setting: 
a. Current: 
Exclusionary clauses in CIA enabling and associative legislation 
provides a basis for implementing financial property accounting and control 
systems independently of statutes, regulations and GAO system audits per- 
taining to other government instrunentalilities. This exclusionary feature 
has seciwingly been interpreted to mean the Agency may adopt such procedures 
as may be necessary to ensure compliance with both the spirit and intent of 
legislation governing other exccutive agencies. The Agency's exerption 
from GAO audits is directly traceable to statute. The Central Intelligence 
Agency Act of 1949, as amended, states that the Agency may expend confidential 
funds within approved limitations "without regard to the provisions of law . 


and regulation relating to the expenditure of Government funds." (59 U.S.C.A; 
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403j(b)) (See Appendix A). This act further states that the director's 
certification on expenditure documents "shall be deemed a sufficient voucher 
for the amount therein stated" and “are to be accounted for "solely on the 
certification of the Director" or the Deputy Director per authority contained 
in 41 Comp. Gen. 429 dated 2 January 1962. (Appendix B) Provisions of this 
act have been interpreted to mean that audits "would be limited to deter- 

. mining that such certifications have been made" which precludes comprehensive 
confidential fund audits by GAO. 

Public law c4-363 reinforces the exclusionary principle by vesting 
responsibility for the establisnuent and maintenance of internal property 
control systens in the "head of each executive agency" (31 U.S.C. 66 a (c)) 
(Appendix C). This individual] is also responsible for executing such 
internal audit procedures as may be necessary to protect the public interest. 
This statute, in concert with decisions rendered by the Comptroller General, 
authorizes the establishiwent of sucii CIA internal audit procedures as nay 
be deenied appropriate; providing only that comprehensive internal audits be 
conducted to ersure resource managenent and control. Viewed in this per- 
spective the design of stand alone systems does not violate any known 
statute or regulation. Moreover, developrient of autononious systems is 
consistent with past command directives. Paragraph 3, OL 2 0924a, dated 
19 January 1972, provides a testionial to this approach wherein it is 


Stated tuat "the Office of Communications and Technical Services Division" 
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nay "wish to maintain certain in-use records under the new Materiel 


Resources Systen." ("Appendix D) Provisions o* this memorandum also state 


‘that "this office (OL) is not qualified to address those requirchients and 


suggests that the Task Force (ODP) take up suca questions with those offices 
and other offices that might be concerned." The intent of OL-2-9924a was 
not to delegate carte blancie authority for independent systems development 
to technical components, yet this interpretation did in fact prevail. 
Accordingly, the cellular approach to design became rooted in tradition. 
Current organizational function and mission statements do not deleaate 
responsibility for ADP system design to either the Director of Logistics or 
lis designee [ __tappenuix E). Planned mission updates, hovever, do 
vest respousibility for tiie design of a worldwide supply system in the Office 
of Logistics. Pursuant to provisions of the planned mission statement the 
Director of Logistics is also responsible for establishing and approving pro- 
perty accounting systenis whetner automated or manual. These responsibilities 
derive frot paragrapns QW) and (p) wherein it is stated that the Director of 
Logistics shall "develop, establish, and administer a worldwide supply systen" 
and concurrently "establish and/or approve Supply Management systens for 
maintenance of decentralized accountable records and their adoptations to 
automated processes where necessary and cost effective." (Appendix F) Implicit 
in these delegations is the responsiblity for the Director of Logistics to 
periodically review al] on-going systems to ensure effective control over the 


acquisition, use, and accountability for the logistic resource. 
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b. Proposed : 

| Provisions of Title I, Section 113 of the proposed "National Intelligence 
Reorganization and Reform Act of 1973", seeningly rescind previous legislation 
concerning the applicability of legal and external regulatory requirements to 
Agency operations. This legislation states that entities of the intelligence 
community "shall be subject to financial and prograta management audit and 
review by the Comptroller General of the United States", provided sucn audits 
are either cornmissioned or approved by designated committees of the Congress. 
(Appendix G) Pursuant to provisions of this act, the director has discre- 
tionary authority to exenpt certain activities from review for national 
security reasons. Exercise of this autiority, however, will require that 
the director notify the appropriate Congressional committee of the exemption 
together with reasons for granting it. This statute, unless amended, Teaves 
little latitude for interpretation with regard to the question as to whether 
or not internal reviews are authorized. | 

—- 

Property management reviews conducted by GAO are normally system audits 
designed to determine whether or not; a) management infornation and control 
systens are efficiently organized and administered and; b) management 
policies and procedures are consistent with applicable legal and external 
regulatory requirements such as those defined in the “Budget and Accounting 
Act of 1950, Public Law 04-863 approved August 1, 1956", etc. The "ilational 
Intelligence Reorganization and Reform Act of 1978" does not specifically 


exclude the intelligence conmunity from statute and regulation, therefore, 
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the act presupposes compliance. Given this setting, it seems safe to predict 
that the director's authority to restrict the scope of audits and system 
reviews may be circumscribed. Assuming the Comptroller General rules that 
coupliance witi legal and external regulatory requirements is mandated by the 
act, GAO may recormend; a) adherence to accrual accounting procedures for 
reasons of budgetary and property control; b) implementation of an inte- 
grated inventory management and control systen to evinauate waste associated 
with the maintenance of a profusion of computerized systens performing 
essentially identical tasks and; c) the adoption of a centralized. line 

item reporting and contro] systeni to provide better property accountability. 
Currently a multitude of stand alone data bases must be accessed to deter- 
tiine the asset posture of a given item worldwide. 

The "National Intelligence and Reform Act of 1978" does not set forth 
specific standards or objectives applicable to the comptroller general's 
audit and review functions. Consequently, the precise impact of the act 
cannot be anticipated at this tine for planning purposes. Certain initiatives - 
might be undertaken for preparatory purposes such as the design and implement- 
ation of an integrated inventory management and control system to reduce 
overheads and enhance system performance capabilities. Endorsement 
of this option has the advantage of preparing the system for comprehensive 

~ review as well as streanlining operations. 
3. Systens Integration Standards: 
Organizational elements tasked with system review and approval respon- 


sibility normally define standards which are linked to the degree of integration 
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desired in systen operations together with system perforiance requirements. 
System integration may assume three forns which frequently overlap to sone 
degree; first, the highly centralized system in which system components are 
autonated and controlled centrally; second, the centralized managenent infor- 
mation system coupled with a decentralized conmand and control structure and; 
third, the decentralized system consisting of autonolious components marginally 
capable of integration. Centralized control systers function best in automated 
process control operations such as power distribution systems-refineries, etc. 
The centralized management information, decentralized comand and control 
systei is normally capable of capturing, storing, and producing mManagenent 
information needed by the decentralized command structure. Military systems 
are of this variety and consist of highly integrated-interactive systems which 
preserve traditional logistic command structures. Contrastly, the Agency's 
System consists of numerous stand alone systems which are marginally capable 
of direct interface and integration. For example, the ICS does interface to 
sole degree with General Accounting System (GAS) but operates independently 
of other system components such as [ 25X1 
System integration standards normally relate to the identification of 
external and internal systems with which computerized interface is desired 
together with software compatibility requirements. An external system interface 
night provide a capability to bridge data exchanges between ICS and MILSTRIP, 


25X1 
DIDS, DAAS, and other systems. Contrastly, internal interface might be expressed 


in terns of computerized bridges between ICS and [ 


“UME 
we ee 
wae dy “Ue 
Tot alee 


ao 


Approved For Release 2005/07/12 : CIA-RDP85-00988R000700020001-3 


Approved For Release 2005/07/12 : CIA-RDP85-00988R000700020001-3 
Seen 


. a wo fe AY 
et teed op ca ak, 


CONIF, and other internally prograrmed systems. The chenistry of integrated 
systems demands hardware/software compatibility because modularization requires 
that the output of the relinquishing module be formatted for input to the 
receiving module. 

System integration standards also influence hardware/software system 
selection. For example, feedback loops are normally designed into highly 
automated systens in order to reduce routine repetitively performed clerical 
operations. A feedback loop may consist of a prepunched IBM card containing 
DCN, stock number, location, and quantity ordered for release by depot 
personnel. After pulling stores the warehousenan inserts the prepunched card 
into a card reader and keys the quantity released into the reader. . Similarly, 
keying operations are performed at each discrete control center within the 

al job order stream to provide for syste update. 
4. Scope and Intent: 
The scope of research effort described in this study was limited to a 
cursory analysis of seven stand alone systens identified in Appendix lH; namely, 
25X1 fates and ICS. Stand alone systems serving 
similar property managenent and control objectives are nornally more costly to 
“maintain and operate than integrated systems and are generally less efficient. 
These high cost and low perforiiance factors are frequently attributable to 
several causes; first, input and output information flow streams cannot be 
efficiently autorated in stand alone systens due to incompatibilities in 


programming language and other factors; second, considerable data redundancy is 
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essential to the operation and maintenance of stand alone systens because the 
self-sane data element must be replicated in multiple file structures; third, 
components comprising the stand alone network must be prograrmed separately 
thereby augnenting overall developrient costs and; fourth, stand alone systens 
compete for scarce computer resources, thereby degrading response times and 
performance. The intent of this study is to determine whether or not ICS 
is organized for efficient and economical operation. 
Characteristics of Inventory HNanagenent System: 

ICS is a stand alone system because of its isolation from other conputer- 
ized internal systens. Also, ICS currently lacks the capacity for direct inter- 
face with the Defense Integrated Data System (DIDS), the Defense Logistics 
Services Center (DLSC), the Defense Logistics Agency (DLA) and other 
external computerized systenis which furthers its estrangenent. Isolation 


has also encouraged the design of internal stand alone systens such as 


Po these Systems lack the capacity for 


direct interface with one another and with ICS thereby completing the circle 
of isolation for the conglomerate of systems involved in inventory managenent 


and control applications. Architectually, these systems are roughly comparable 


in terms of data base content, however, the systems do diverge in the retrieval 


or report generation mode of operation. This divergence is attributable to the 


fact that one systen may be designed to support property budget and planning 


objectives ee another system may be designed for financial 


property accounting control (example [| 25X1 
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Data element differentiation does exist within this system framework, 


however, differentiation appears more definitional than real. For exanple, 


[_relies on a stock number (Si) as the key descriptor for updating and 25X1 


retrieving data from the system. [ _ relies on the reference identification 
number (REID) and[ _ relies on the reference number (RENO). Establishment 
of the stock number as the key descriptor for Mneenchangng data between these 
systems would provide an initial step in constructing the ladder of standard- 


25X1 
ization. Further illustrating the gulf in these systens are data elenents used 


to identify user installations. PO 
or activity codes inaintained in Finance registers. Another may assign an 
identifier from internal logs. These identifiers are of markedly different 
configuration than those maintained by Finance. Obviously, standardization of 
location codes is another requisite to the resolution of the definitional 

problem as well as tine design of an integrated system. 


25X1 
Certain data elements resident in the system network are unique to a given 


application. 


rates are commingled with managenent oriented data elements. The design of a 


separate mini-conputer system to handle operationally sensitive information 
offers one viable alternative to this problem. Similarly, the design of a 

system providing corridors for the passage and retrieval of data within the 
Same system network offers a second potential alternative; provided, OTS jis 


the only component capable of triggering sensitive data flows. 
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The seven stand alone systems analyzed in this study were designed to 
record materiel acquisition, storage, and distribution actions. Secondary 
Objectives such as the sapabiltiy pt track equipment locations on the basis 
of serial nuniber, together with historical profiles, were designed into certain 
of these systens. Essentially, systens designed for property managenent, 
tracking, historical, and financial property accounting purposes are dependent 
on data elements coriion to most inventory management aysters. These systems 
trap unit price, characteristic data, stock numbers or alternate identifiers, 
location, date received, etc., which provide a capability for generating output 
reports for a wide range of property management and accounting purposes. The 
majority of these systeus are organized to generate property distribution 
reports on the basis of geographical area and projects or activities within 
geographical area. Reports are aso subdivided in accordance with equipment 
categorization, e.g., receivers, transmitters, audio, and associative reports. 
Generation of financial property accounting and other reports are easily pro- 
gramacd in this environment and make design of an intecrated svsten a feasible 
objective. 

The present system contains no conduits for the computerized interchange 
of data. This attribute has virtually. isolated one system from another and 
fostered evolvenent of even more sophisticated systems along the periphery of 
the network. Most elenents of this network conmenced as low level data 


processing systems. Complexity was introduced through enhancenent and 


today several of these systens are equal to or surpass ICS in capability and 
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performance. Moreover, these systems perform many operations currently per- 


formed by ICS and are therefore duplicative systems. For exauples[ | 


{ 


records dues-in, dues-out, in-transit, etc., transactions in response to 
the receipt and processing of supply actions. [_fatso relies 25X1 
on computerized flags to signal reorder point violations. ICS has been 
moderately enhanced since it went operational. These enhancements did improve 
ICS efficiency. This inward focus discouraged development of computerized data 
paths to external systems notwithstanding the fact that data elements residing 
in ICS are coincident with data elements housed in other systems. Moreover, 
reports generated by these systens are dependent on similar data elements which 
removes another obstacle to integration. 
systen Data Flow: | 

Data entering ICS is trapped in internal file structures even though certain 
of this data is manually keyed into other systems. Information Flows depicted 
in Appendix H indicate that ICS generates no computered data flows to companion 
systems. Four of the seven systems account for the majority of ICS initiated 
transactions processed; Po Maintenance2oX1 
of these four systens creates uneconomical clerical burdens because data elements 
contained on shipping documents are manually keyed into companion systems. Given 
this network, systems reliability factors are also degraded because computerized 


data flows are nearly error free whereas keying errors are an essential property 


_ Of manual operations. Accordingly, duplicative input costs, together with 


degraded reliability, affect perforniance levels of this systen. 
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The seven systens were coded separately in several progranming languages 
which cannot help but hamper design of an integrated systen. Considerable 
manpower was expended in the original design and enhancements to each of these 
systems. The alternative, design of an integrated systen would call for a heavy 
cotmitnent of manpower in initial design because of interface requirenents 
associated with external and internal systens with which ICS interacts. Inter- 
dependencies of these systems, in concert with comparable data processing 
objectives for each of its members, make design of an integrated system an 
econoniical option. The integrated systen has the potential of eliminating 
duplicate developrient costs as well as reducing clerical overheads. Another 
advantage is that systens now performing low level data processing tasks would 
be enhanced through the introduction of an integrated system. This is because 
benefits of standardization and integration are automatically telescoped to all 
components of the systeni. 

ICS is progratmed in "Generalized Information lanagement" System (GIMS), data 
base language. [is programmed in NIPS (ational Nilitary Command Systen - 
Information Processing System). ICS invokes GIMS software in response to 
supply actions, queries, report generation requirements, data element change, 
and associative transactions. Activation of GIMS is costly in terns of 
both manpower overheads and utilization of the computer resource. After GIMS 
transaction processing is complete, the system is deactiviated and NIPS soft- 


ware is invoked to update| files because this system is separately 
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maintained. The continual invocation and swapping of separate software 
packages to drive this complex of systems is not only costly but also grossly 
inefficient. Another source of inefficiency and excessive cost derives from 
the fact that file structures are duplicated within the total system network 
which augments data storage requirenents. 

Appendix I identifies source documents containing data entering IcS and 
[ _]systens. The chart tracks data movements between these systens. 
The front end assembly of the computerized systen is the Supply Management 
Branch, Supply Division. Requisitions are validated for terminal input by 
SHB personnel for stock releases at this point. The next entry in the 


mechanized chain is issue verification which is initiated by Depot personnel. 


Shipping documents are manually prepared with distribution to OTS and consignee. 


OTS systens personnel extract data from shipping documents and add data elements 
unique to the [ _|system for update purposes. The final step in this 
processing chain is consignee acknowledgement that shipment was received. Four 
incidents of input exist in this structure which involves essentially the same 
or comparable data elements. Assuming availability of an integrated system OTS 
files would be updated on the basis of original SB inputs with unique data 
elenents being entered by OTS. Thus, the integrated system has the potential 
of reducing clerical overloads while at the same time enhancing organizational 
efficiency. | 

The stand alone system network promotes inefficiency and provokes 


excessive maintenance and operation expense for five reasons; first, the 
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several systems comprising the network must be separately programmed; second, 
the manual keying of corsion inputs for updating each of these sytens increases 
rather than decreases manpower burdens and computer costs; third, file re- 
dundancies are replicated throughout the network which appreciatively in- 
creases data storage and computer utilization costs; fourth, yields associated 
with integration are forfeited in the autonorious system network because 
enhanceient must be implemented separately which consumes manpower and 
increases computer utilization costs and; fifth, the continued activation 

and deactiviation of different software systems essential to the maintenance 
and operation of this complex represents an extremely costly processing 
alternative. Another cost associated with this autonomous system conplex is 
that the system may saturate with concomnitant degradation in response tine. 
This degradation factor, in turn, discourages enhancements because more 
computer time and memory must be committed which has the potential of further 
aggravating an already critical situation. | 


system Interfaces Document Generation, and Decision Making Potential 


of Automated Systens: 

Coimputerized inventory management systems normally improve response times, 
increase performance capabilities, reduce hard copy documentation, mechanize 
the flow of information between components of the network, make low level 
decisions and mechanize repetitively performed tasks. Corputerization has 


modified perceptions of audit trails in the sense that hard copy documentation 


is no longer required to support transaction data preserved in computer 
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storage. Given this situation the first objective of computerization is, more 
often than not, the elimination or reduction of hard copy documentation 

which exerts a correlative effect on system manpower requirements. Considered 
in this context four criteria are available to measure the impact of computer- 
ization; first, the degree to which documentation has been reduced or eliminated; 
second, the extent of overhead reductions resulting from diminished filing, 
mechanization of repetitively performed tasks etc.; third, the inprovertent of 
response time resulting from computer query in contrast to manual file search; 
and fourth, the degree to which low level decision processes have been auto- 
fated such as the generation of purchase order requests in response to reorder 
point violations. 

ICS must engage in message evehanas with highly sophisticated external systens 
such as MILSTRIP, FEDSTRIP, DIDS, and DLA. These systens contain sentinels 
such as router indicators and addressee codes for directing and controlling 
the flow of data within the computerized network. Logistics has not attempted 
to develop automated interfaces with external systems, therefore, information 
passing over this network must be manually processed. Message content of 
transactions passed over this network either reside, or could be programmed to 
reside, in the ICS data base. Conversely requisition status information 
generated via MILSTRIP/FEOSTKIP is received in punched card fornat and is 
manually processed. Other external systers are also progranmed to 
generate output in jachine sensible format. For example, the Cataloging 


Hanagenent Data Notice (CHUN) constitutes a most significant source of Logistics 
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identifies the Depot responsible for stocking materiel, unit price, unit-of- 
issue, etc., and all changes appropriate thereto. CMOH feedback is received 
in machine sensible format, reduced to hard copy and, where appropriate, 
manually keyed for purposes of updating ICS. 

ICS was not designed to interface with external systems. The one 
exception to this statement is DLSC's manufacturers part number to steer 
number cross reference guide. ODP was able to program this interface quickly 
because those few data elenents were involved. ICS's isolation from other 
systems, both external and internal, has prevented Logistics from harvesting 
other benefits associated with computerization. ICS cannot be classified as 
other than a passive system by any evaluative standard. The system is neither 
designed to respond to the receipt of messages in machine sensible format fron 


external systens nor is it capable of passing data in machine sensible format 


25 
to internal systems such as [etc ICS responds only to 


manual keying via predefined menu. This limitation discourages mechanization 
of repetitively perforied tasks and reduction of hard copy documentation. ICS 
query capabilities are definitely superior to those involving manual search, 
however, the system is not capable of tracking the status of supply actions 
from date of entry into system to date of exit. This lack of tracking 
capability lowers performance thresholds and degrades yield. 

ICS is not capable of affirmative response to the receipt of transaction 


data. Data keyed into the systen does trigger the release of the Depot Issue 
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Notice, This is the only document associated with the materiel release process 
which is computer generated. Shipping document and purchase order preparation 
remains a manual process. Moreover, no effort has been made to harness the 
computers capability to record, monitor, and schedule the movenent of materiel 
transitting the supply pipeline. For example, predefined routines could be 
invoked for purposes of scheduling shipments from point of receipt through 
test and inspection, packing and crating, and transportation. One outgrowth 
of this capability is that it provides a basis for consolidating materiel 
release actions in accordance with destination and shipment mode. Advantages 
associated with this class of systen are five fold; first, clerical personnel 
can be displaced; second, work flows can be scheduled; third, repetitively 
perforried tasks, such as shipping document preparation are automated; 

fourth, bottlenecks in the supply pipeline can be identified with relative 
ease; and, fifth, performance standards can be developed for purposes of 


evaluating efficiency. 


8. uantitive Attributes of System Operations and Systom Perfornance : 
oda 25X1 
Characteristic: 
As of 4 May 1977, the Property In-Use (PIU)* system consisted of 
25X1 
* 


definition departs from the official description of PIU under which Logistics 
maintains accountability for inateric] in the departmental area and designates a 


responsible officer to maintain property control. 
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fo Appendix J shows that the majority of these accounts 


are capitalized at $509,000 or less. The average capitalization, expressed in 
terms of the arithnetic mean, ariounted to approximately 389,409 whereas the median 
capitalization for the array was $43,575. Accountable property consigned to tiese 
activities is normally divisible into office machines, office furnishings, house- 
hold furniture appliances, fs Classifica- 
tion of the PIU syster in accordance with value distribution factors indicate that 
eighty two percent of the total nunber of PIU accounts control only seven percent 
of the dollar value of materiel maintained in the PIU system. The most salient 
characteristic of this component of the system is that resources allocated to it 
are not subject to rapid turnover and are quantitatively relatively static. 
Materic] replacerient and retirement prograis are predominately responsible for 
supply actions initiated by ieee activities. Computerization of this component 
of the Agency's inventory managenent system as a prine design objective is probably 


X1 
not justifiable in terms of anticipated yield. 2 


materiel residing in the PIU system. These system components differ both struct- 
urally and in ternis of mission objectives. Resources allocated to small PIU 
accounts are relatively fixed and used primarily for internal support. Large 


accounts are primarily responsible for the Logistical support of other projects. 
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evidenced in attachments to Appendix K. The remaining thirty one percent consist 
of activities in which resource allocation is for the direct support of internal 
operations such as HPIC, ODP and others involving high capital investment. These 
two components of the system command maintenance of highly sophisticated and 
responsive inventory management systems, a point especially applicable to 
activities engaged in supply distribution. Otherwise personnel responsible for 
materiel management would not be avare of what materiel] was available for issue 


at what location. - 25X1 


"means. Combining the sixteen percent capitalization factor applicable to fixed 
plant with the forty eight capitalization in mobile resources reveals that sixty 
five percent of the total dollar value of assets maintained in the PIU systeri are 
managed via coriputer means. Analysis of the PIU system confirms that most 
significant components have already been computerized the essentiality of which 
is not open to challenge. Given this situation, the area offering the most 
potential for advancement is that of designing an integrated, unified, and 


econonlical inventory nanagenent systen tailored to meet multiple user requirements. 
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ICS processed approximately 6459 transactions menthly in FY77. Transaction 
Clusters included in this count are identified in Appendix L, page 1 and Appendix 
a Figures set forth in these two appendices confirm a significant reduction in 
workload between June 75 and Oct 77. ‘Transactions initiated in external systeri 
elements were roughly comparable to those of ICS in FY77. Transaction counts 
applicable to external systems contained biases not easily identified for revival. 
These biases were compensated for by scaling down external system transaction 
counts to arrive at more realistic comparability factors. For example, [| 
processed 799 transactions weekly which was reduced to 590 in order to reduce bias. 
Another bias contained in PIU transaction counts is that receipt of property must 
be acknowledged in certain PIU systens which results in two inputs per EUSUSHe EON 


No effort was made to eliminate this bias. Transaction counts for five external 


ad systems were included in the study, nnctyf sO 
25X1 Po Transactions for these systems averaged 


6370 tionthly contrasted with 6450 for ICS. These figures denonstrate that input 
burdens are nearly evenly divided between external and internal systens. 


Comparative dollar value figures for the PIU system and ICS were formulated 
25X1 


5X4 on the basis of total system and select system segments. As of 30 Vecerber 1977, 


the dollar value of property positioned [having a book value of 
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. ICS data processing burdens equate generally to those of four major external 
w PIU systems tasked with reccupee nanauencnt responsibilities. The accuracy of 
this proposition can be validated within the context of three standards; first, 
counts of transactions initated and processed; second, comparison of values 
~associated with resources maintained in ICS and the four external PIU systens, 


: ; ; ; ‘ , : 25X1 
and; third, the nufioer of line items maintained in each of the several systeris 
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inventory count total of 13257 line itens, degraded by a estimated factor of 

one third to eliminate expendable supplies and materiel for which there is no 
demand, leaves an active non-expendable inventory count. estinatad at 8332 line 
items. Contrasting these two figures, it is evident that the four principle 

PIU accounts of the system are responsible for the maintenance of tiore line ican 


than ICS. lo effort was made to eclininate duplications in PIU accounts. [| 


Costs associated with the operation of external systems were not available 
for analysis. Projected ICS operating costs are compilod periodically by ODP 
and accounted to $815,000 in FY78 which includes manpower development costs, 
(see spuendik P). Computerization of companion systems entailed initial 
development and implementation expense as well as operational costs. iieither 
initial development nor system maintenance cost for external ete were 
available for purposes of documenting these factors in this study. ODP doas, 
however, conpile estimated maintenance cost data for each component involved. 
Data processing costs directly attributable to the operation of the external 
system complex are probably less than those associated with ICS. This estimate 
is based on the fact that updates are batched in external systens whereas 


updates are processed on-line in ICS. Generally speaking, the batch mode is more 


economical and efficient than the on-line mode. Moreover, external systems rely 
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on different software packages presumably with different levels of efficiency to 
drive their syste. 

The absence of external systeri cost data together with other factors forbid 
developiient of meaningful comparative cost relationships. Notwithstanding these 
limitations several ceneral conclusions regarding cost and efficiency can be 
Stated; first, initial development and implementation costs are incurred for each 
corputerized component of the syste which increases overall development cost; 
second, components of tne system generate similar input/output streams via manual 
means which increases clerical overhead and proriotes inefficiency in hardware and 
software utilization; third, maintenance of autonomous systems generate file 
redundancy in the network which is costly and degrading in terms of performance and 
response tines, and; fourth, enhancenents in one system cannot be telescopad to 
other systens without expensive redesign. Contrastly, integrated syston 
enhancenents are autonatically comunicated to all system elenents at mininal 
expense. 

The capabilities of any systen, whether hardware or software, are finite. 
Assuming boundaries of these systems are violated, additional computer resources 
must be appended or the syste must be redesigned in order to better use the 
Computer resource. Data base management systens undergoing frequent enhancement 
ultimately becone potnarked with hastily devised routines required in file 
maintenance operations. As saturation points are approached minor enhancenents; 
a) require excessive applications of manpower and commitments of time; b) create 
a need for additional storage; c) degrade response tines and; d) quickly transforn 


the system into the marginally efficient category. Seemingly, enhancements to ICS 
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are already becoming more difficult to implement and may force the system into a 
static state. Certain corputerized PIU systems surpass the capabilities of ICS. 
Whether or not ICS has the potential for enhancement to match these capabilities 
was not a subject for affirmation or denial in this paper. 

ICS probably cannot be enhanced to the extent necessary to meet assocative 
data processing requirenents of procurement and depot operations. Accordingly, the 
path of the future must be in one of four directions; first: redesigning GINS in 
such a manner that interactive data base structures can be maintained; second, 
displacing GINS as the propelling software system; third, development of a 
distributive network system in which mini-computers are programmed to perforn 
highly specialized tasks so as to free the prime computer systen for higher 
order tasking or; fourth, coibining certain of these approaches in future 
design. The concept of distributive networks is easily described. Hini- 
computers are programmed to serve as both terminals and local processors. Data 
processing operations in this environment are highly structured which involves 
finite tasking for both the prime computer system (PCS) and the terntinal 
processor (T/P). For example, PCS's are frequently programed to transmit supply 
actions for release of stores to the T/P. The T/P is prograrmed to generate 
depot release orders and to record feedback confirming completion of tne stores 
retrieval operation. flext the T/P prepares a summary of materiel scheduled 
for shipment in accordance with both consignee and shipment mode and triggers 
the release of shipping docunients without human intervention. Distributive 


network systems are designed to free PCS's from time consuming tasking thereby 
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enhancing response capabilities of the systen. 

Appendix Q identifies components of the organizational inventory managenent 
and control system, both current and planned. This appendix confirms that future 
planning simply perpetrates the current concept of designing systens capable of 
meeting requirements specified by the component involved. Traveling this pathway 
rendors coriputerized linkage between similar or comparable systens a difficult 
objective to obtain. This has encouraged development of self contained systems 


because ICS lacked the capability of meeting total system requirements. This 


outcome can be verified on the basis of comparative workload factors covering 


-a three year interval. For example, ICS processed 9334 monthly transactions in 


FY7S (Appendix L), 6492 \onthly in FY7€ (Appendix R) and 6450 monthly in FY 77 


(Appendix HM). Part of this drop is attributable to declining workloads. While 


external components were unable to provide reliable workload factors for the 


three year time interval it was generally conceded that growing numbers of 


transactions were processed. This assessment adds credence to the proposition 


that the organization may be moving in the direction of a decentralized support 


system because of ICS limitations. The trend toward decentralization can only 
be reversed through developiient of an intergrated system capable of meeting 
system data processing requirements. 

Declining rates of issue] are believed attributable to three 
factors; first, shrinkage of global Support requirements; second, Office of 
Communication's increasing reliance of direct procurement for printed circuit 


boards, modules, and subassemblies processed as Repair and Return Materiel (RRM) 
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in the supply system; and third, the growth of self contained systems which has 
encouraged development of a microcosm of inventory management and control 
systens. Direct procurerent of this RRM circunvents the need for maintaining 
fortial accountable records because acquisition costs are expensed at time of 
receipt and issues need not be formally documented. RRN, in-turn, displaces 
numerous individual components such as diodes, transistors, vacuur tubes, 
capacitors, etc, comprising the circuitry of older generation equipment. 
Naturally the shift, to RRM precipitated a decline in the nunber of line items 
maintained in the system for the support of staff communications equipnent. The 
most recent OC audit report noted that accountability was not maintained for 
non-expandable RRM and recormiended that OC "comply with prescribed accounting 
procedures for non-expendable property or obtain the approval of Director of 
Logistics for the current deviations from the regulations". (Appendix S, page 4) 
Prior to the advent of printed circuit board and modularization technology, 
equipment update programs, or the introduction of advanced equipment, exerted up- 
ward pressure on the number and quantity of operational spares maintained in the 
system. Previousl;, the Item Identification Section, SD, metered the nunber of 
new items introducted into the supply system. Counts associated therewith provided 
a reasonably accurate barometer for monitoring the impact of equipment replacement 
or update prograris on the system. Compilation of this statistic was suspended in 
the recent past, therefore, the impact of cquipment programs on the supply systen 
cannot be accurately measured. Personnel assigned to the Item Identification 
Section advise that the number of new items maintained in the system as operational 


Spares has been reduced from a constant Flow to a dribble. Accordingly, it is 
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reasonable to project ever declining workloads in the Supply Division unless 
action is taken to enforce centralized control over property acquisitions and 
distribution prograus. 

The tiost recent OL audit report recognized the impact deyelopnent of self con- 
tained systerns and enhancements tnereto nave on efficiency and system development 
and maintenance costs. These observations were made manifest in Appendix T, para- 
graph 7, page 4, wherein it is explicitly stated that “the duplication of effort 
required to develop individual automated property systens is unecononical and 
inefficient" and, further, that “the development of automated accounting systems 
should be centralized in the Office of Logistics". The posture of the audit staff 
regarding responsibility for management of the Agency logistic resource is that 
"Agency regulations assign responsibility for contol of property to the Office of 
Logistics" (Appendix T, page 3, paragraph 5). Implicit in this delegation is the 
responsibility for designing the most efficient, economical, and responsive 


system tailored for total system applications. The report implies that the 


integrated system route is the most favored for reasons of efficiency and cost. 


ADP Systen Planninc for Future - Capabilities and Limitations: 


Current planning seemingly encourages design of stand alone systens. 
Several systems scheduled for activation, or in the process of review, are 
identified in Appendix Q, the description of which confirms this proposition, 
The Federal Autonated Requisitioning System (FARS) represents one such systen. 
ODP has defined specifications for this system which provides an interface with 
elements of DOD systems. FARS's primary data processing objectives are; 


a) to relay requisitions via electronics means, to appropriate DOD or GSA 
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Inventory Control Points for supply action; 6b) to update both ICS and FARS 


. 25X1 
files on the basis of feedback relayed via AUTODIN, and; c) to generate 


fornated copies of receiving reports for Receiving Section, [ 
and others. Activation of FARS involves preparation of outgoing messages in 
accordance with requirements specified in the Defense Automated Addressing 

System (DAAS). This facet of the program represents low level tasking. Feed- 
back from Inventory Control Points is in machine sensible format anc consists 

of status information such as date materiel is due-in, price changes, sub- 
stitutions, cancellations, etc. Initially, FARS will not provide the capabi- 

lity for instantaneous ICS file update, because processing methodologies for 

cross referencing WASH stock numbers to federal stock number for directs as 

well as the problem of substitutions nas yet to be resolved. 

The FARS feasibility study pacoumandeu acquisition of a mini-conputer for 
automating that application. Conceptually, FARS involves the maintenance of two 
data base systens; namely ICS and FARS. The study is silent with respect to file 

maintenance methodologies, however, it appears evident that the same data elements 
aré maintained in toth systers. Tuning this network requires that both systenis 

be updated in response to the receipt of status information such as acquisition 
price differences, unit-of-issue change, substitutions, and other system updates 

7 such as cancellations, order quantity changes initiated by requisitioners, etc. As 
near as can be determined, the FARS's development plan commands concurrent update 
to two independent data base systems in order to maintain synchronization. 


Assuming that system objectives have been properly described and that processing 
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methodologies have been accurately defined, installation of the mini-computer 
will increase rather than decrease system processing burdens because of the dual 
input doctrine. One anticipated benefit associated witli the maintenance of 
duplicate systens is that response capabilities will be enhanced because FARS will 
be accessed for routine queries which relieves GINS of that burden. 

Mini-computers are routinely prograrnmed to execute data processing routines 
where large scale data transformation is involved. Consolidation of line items 
in accordance with consignee and shipment mode for automated generation of shipping 
documents illustrates data transformation. Similar processing methodologies apply 
to automation of the packing and crating module. Line itens consolidated on the 
basis of consignee and other criteria in order to schedule multiple line item 
packaging box enpTy data trans fonration in this application. Data transformation 
is alien to FARS because updates simply replace one value with another. The FARS 
feasibility study explicitly defines a requirement for the preservation of historica 
data which commands concurrent update of FARS and ICS. Apparently, FARS is not 
being designed to decrease ICS main fraie tasking. This being the case, benefits 
accruing from FARS “may have been matched or even surpassed through ICS redesign. 

Interdepartmental Support Branch's off-line text processing equipment is 
prograrnmed to generate the For 2216, and the IBI! punched card needed for the 
initiation of data transfers over the AUTODIN system. Data transposed to these 
documents are retrieved fron; a) the ICS data base; b) data elements identified 
on the inconing requisition or atendments thereto and; c) microfiche files - 
maintained in Supply Nanagement Branch. ICS redesign has the potential of 


: , t ‘ 
automating the preparation of the For 2216 and formating messages transinitted 
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over the AUTODIN system because data elements contained therein either reside, 
or could be programmed to reside, in ICS files. The possibility of upgrading ICS 
\ 

to perforn this very essential reproduction task offers an alternative to the 
installation of a mini-computer system. While assignient of the forms production 
task to the nini-computer has tne potential of freeing the prine computer systen 
for alternate use the savings may not offset cost associated with the maintenance 
of two systems. 

Office of Communications relies increasingly on the acquisition of organic 
spares for the maintenance of staff communications equipment. Printed circuit 
boards and other modularized components of the system are frequently unique to 
that equipuient which is not marketed conmercially. Uniqueness poses pro- 
visioning problems with respect to maintenance of operational spares because 
production necessitates retooling for each order received. The economics of 
this situation may favor the purchase of sufficient operational spares to 
naintain equipments over their estimated life expectancy. Recent trends 
affirm that organic spares are in fact being purchased on the basis of equip- 
nent mortality ratés. Cxtrapolating this trend into the future, it seenis 
reasonable to predict increasing reliance on one time purchase of operational 
spares. This attribute of system operations has shifted processing priorities 
from these associated with stockage of spares to that of maintaining a quick 
response posture because stockage of organic spares is presupposed. 

Office of Conmunications solicited ODP assistance in the development of 


a Repair and Return Materiel System (RENS). This program has already been 
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debugged and will becone operational after peripherals are installed at 

25X1 [the systen was designed to control approximately 15090 line 
items with an estinated transaction frequency of 2000 per month. OC envisions 
purchase of organic spares fron direct materiel procurement allotments. This 
acquisition means circumvents the necessity of maintaining formal accountability 
in the OL Logistics System. The most recent audit report, however, took exception 
to tiie storage of high dollar value property without maintenance of accountability. 
This report stated that "there are about 5900 property line items at the Central 
Repair Facility (CRF) which are defined by regulation as non-expendable, but 

are administered as expendable property". OC's planned conputerization of 

RENS is believed to be in response to exceptions defined in the Audit Report. 
Apparently, OC intends to purchase ever increasing quantities of repair and 
return property fron direct procurenent funds which has the effect of skirting 
OL's foriial accounting systen. 

RENS is the first application in which a directorate, otier than Logistics, 

assured responsibility for materiel required in support of non-sensitive 
operations. Precedents for delegating responsibility for resource hanagenent 

to external components are available for reference, however, these exaiples 

have noriially been associated with operational projects or prograns affecting 
national security interests. Such projects may be endowed with internal support 
nechanisiis to avoid external referrals. Property procurehients incident to tne 
iaintenance of RENS are financed froma CIA appropriated funds, therefore, do not 


qualify for exemption fron noriwal operating procedures. OL has traditionally 
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been tasked to manage and maintain accountability for these resources. 
Implementation of REMS will sever OC's umbilical chord with OL for an important 
segnent of materiel maintained in tne supply system. The impact of separation 
may be catapulted into other components of the system. For example, OC cannot 
warehouse organic spares without a storage capability. Considerable pressure 
may be exerted on OL in the future to meet these space recuirenents. Moreover, 
personnel, peripherals, and secure worl: area requirements inevitably lead to 
separation which constitutes duplication. Perhaps the most serious disadvantage 
associated with maintenance of autonomous supply Mandodiene Sustere is that 
they disenfranchise incentives for maintaining a cormion support capability. 

The cost of maintaining separate yet comparable systens is also prohibitive. 

Systems Analysis Branch, OL, exaiined the feasibility of computerizing 

certain routines in the Procurenent Division. This study concluded that 
computerization was economically feasible. Further it was recommended that 

the procurerient subsystem be interfaced with CONIF and ICS in order to fuel 
that subsystem with information resident in other systems. Procurement 
Division declined acceptance of the integrated systems approach. Apparently, 
rejection was based on the proposition that the approach was not responsive 

to requirenents. Specifications were than defined to guide formulation of a 
follow-up study. Essentially these requirements reduced to those associated 
with a mechanized forms managenent systen having memory modules capable of 
capturing and reproducing history of procurement buys. Subsystem specifications 


for procurement are being defined without reference to data processing requirements 
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of associative systems which eliminates the need for interface. Ranifications 
of this approach will be an additional flowering of disjointed systems. 

Logically, procurenent subsysten requirements can not be framed without 
reference to data processing requirements of the larger universe. The present 
systen is only marginally capable of tracking supply actions as they pass through 
that systen largely because of the autonomous configuration of systems comprising 
the network. Supply Nanagerent Branch identifies control points assigned 
pending purchase actions (IDSB, Gen Proc.| «| Contracts, etc.) and 25X1 
fingerprints that assignment in the ICS data base. This entry constitutes one 
of a chain of entries essential to the maintenance of a systen tracking nodule. 
Hext, Data Access Center personnel enter duc-in dates in ICS suspense files 
on the basis of dates annotated on purchase orders prepared by Procurement 
‘Division. This combination of entries in ICS provides a limited tracking 
capability, however, time gaps inherent in this system preclude automated 
response to requests for status information. For example, SNB may have processed 
a requirenent to Procurement for purchase action and updated ICS so as to record 
referral. Time lapses between the date referrals are made to Procurement and the 
date completed purchase orders are received at DAC may be considerable. Time 
lapses, together with the fact that the system is dependent on the transmittal 
of manually prepared docuientation rather than computerized transmissions, 
normally Acad tees that both manual and computer files be accessed in order to 
ensure integrity of response to requests for status information. 

The integrated system provides a capability for bridging time gaps built 


in manual systems. This bridging process facilitates response to requests for 
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status information and provides the basis for the development of ‘4 procurenent 
nanagerient system. The integrated system provides a vehicle for; a) flagging 
delinquent procurement actions; b) generating formated follow-up letters to 
suppliers in response to time frame suspense violations governing delinquent 
actions; c) generating multiple line item purchase instruments based on sorts 
by vendor, etc; d) identifying tiie Procurement Officer assigned responsibility 
for purchase order execution; e) modifying item descriptions, stock numbers, 
manufacturers part numbers, unit-of-procurement, price, order quantity, due-in 
dates, and other data maintained in the system in response to feedback from 
vendors, requisitioners and Supply Division personnel; f) measuring workloads 
handled at select procurement control points of the syste; 9g) tracking the 
movenient of procurement actions within the system so as to provide automated 
responses to requests for etahue antenacton: ands h) such other managenent 
objectives as may be designed into the system. Wormally, requests for materiel 
stocked in the system are not bottlenacked because response tines are relatively 
short for stock releases. For this reason procurement lead time represents 
the volatile elenefit in the process the control of which holds promise for yield. 
Integrated process control systems require that data be sequentially kayed 
into the computerized systen. Illustrative of the sequential chaining of data 
elenents is the procurement module whicn is capable of; a) acknowledging and 
tine dating receipt of requirerients for purchase action; b) identifying the 
Procurement Officer responsible for purchase order execution, together with the 
date assigniient was made; c) recording vendor selection and the date materiel 


is due-in at destination; d) consolidating multiple line items on a single 
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purchase order; e) cross referencing Document Control Number to Procurement 
Instrunent-ilumber for tracking and retrieval purposes; f) modifying data 

elements resident in the system in response to substitutions, price variances, 

and other changes occurring subsequent to initial entry; g) time stamping 

date tiateriel was actually received which provides a criteria for vendor 
performance evaluation and; h) accepting and time stamping receipt of partials 
and split orders for identical items between two or more vendors. Efficiency 

of procurement moduje operation is related to the kind of feedback mechanisns 
available for update and the degree to which the computer can track, sort, con- 
solidate, and flag delinquencies for the attention of managenent personnel. 

Certain data elements resident to CONIF are also maintained in ICS. Examples 

of dual residency are; a) order quantity; b) acquisition price; c) iten 
characteristic data; d) stock nunbers e) manufacturers part number; f) date 
due-in; 9g) etc. Frequently, this date is modified in the negotiation or production 
process which proripts secondary update. Formal extension of a due-in date 
illustrates a secondary input requiring concurrent update of both the CONIF and 
ICS because data efuments are resident in both systems. Implementation of an 
independent procurenent slibsyetan nay require that certain initial transactions, 
together with associative secondary updates, be manually keyed into three systems; 
namely, ICS, CONIF, and the autonomous procurement subsystem. Synchronization in 
this sytem network requires concurrent inputs which represents an objective 

beyond the realm of realization. Because of this limitation the impact of 
designing an independent procurerient syste will; a) multiply clerical burdens 


required in syster maintenance; b) result in an additional proliferation of 
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data base structures; c) further degrade reliability factors because of high 
error rates and lack of synchronization; d) require the installation and 
maintenance of duplicative hardviare/software, and; e) degrade system response 
times. Computer tasking requirenients of the Procurement Division may well justify 
the installation of a mini-computer to consolidate line items in accordance with 
vendor and to generate purchase orders for transmittal to vendors, provided, the 
design of tne mini-computer is an adjunct of the integrated systen. 

ODP recently implemented the Agency Automated Weapons Control System (ACS). 
Colputerization of this application involved manual interfacing between ICS 
and AWCS. Seemingly, updates recording the issuance of firearms will be pro- 
cessed against both ICS and ANCS files with serial numbers being added to the 
AWCS entry. Permanent separation of these systems is ensured unless both ICS 
and AWCS are redesigned because ANICS is coded in HIPS and ICS in GINS. Accordingly, 
AUCS's design objective was not perceived to be that of an integrated system but 
rather that of a small independent system. This notwithstanding the fact that 
integration has the potential of eliminating dual inputs, improving system 
response tine, enidncing reliability of system operations, and avoiding computerized 
maintenance of nearly identical segments of the total system. OL requested that 
Systems Analysis Branch, OL, automate the Vehicle Information Manangement and 
Control System. It seems reasonable to predict that this application, like its pre- 
decessors, will also be programmed as an independent system. This outcorie 
will further augment the population of autonomous sytens maintained in the 


inventory managenent network. 
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Inventory managerient responsibilities cannot be efficiently executed 
in a totally decentralized environment because elements of the stand alone 
system network perform essentially the same tasks. Decentralization involves 
duplicative; a) clerical and managenent skills; b) hardware/software 
systens and; c) capabilities to initiate and control message flows 
throughout the network. The totally decentralized system is fraught 
with yet another danger; namely that the decision to integrate may 
necessitate design of an entirely new system because existing resources 
such as hardware/software cannot be efficiently and éeoianicat iy organized 


for integration. 


10. Properties and Performance Capabilities of Integrated Systems: 


The proliferation of systems involved in inventory management and 
associative applications are neither organized to track supply actions nor to 
monitor performance of the system via time frame suspense routines. Tracking 


modules are normally designed to record and monitor the movement of supply 


actions through predetermined points of the network. These control points may 


span several functional jurisdictions such as inventory management, procurement, 
depot operations and finance. For example, Supply Managerient Branch generates 
suspense ICS updates for non-stock materiel release actions prior to passing 
command and control to procurement. Procurement in turn, passes that sane action 
through several discrete control points in that system prior to passing command 


and control to pac,[ and alternate receiving locations. 


Tracking modules monitor the movement of supply actions between nodes 
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of the system whereas the time frame suspense module predicts time 

intervals supply actions are expected to remain at select nodes or 

contro] points in the network. Stated another way, time frame suspense 
modules are designed to record arrival and departure times at control 

points and to estimate time lapses at each on the basis of past performance, 
current workload requirerients, and resource availability. 

Systems designed for tracking and time frame suspense normally 
qualify as sophisticated inventory managenient information and control 
Systems. These two modules combine to provide a systenis capability tos 
a) respond to requests for status information with little or no human 
intervention; b) establish performance standards governing systen 
operations together with the measurement of deviations therefron; 

c) identify actual or potential bottlenecks in the processing chain; 

d) eliminate docunent processing and, where appropriate, filing require- 
ments at control points in the network and; e) extrapolate trends so as 

to maintain balance between projected workloads and resources required 

to sustain that level of effort. Tracking and time france suspense 

modules cannot be efficiently annexed to autonomous systems because of 
discontinuous data flows. The stand alone system normally requires manual 
entry of data in order to activate the system; hence continuous and logic 
data flows arc interrupted if output of one system is passed to a companion 
systen for manual update. This attribute renders the stand alone systen 


network marginally capable of; a) computerizing repetitively per forised 
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tasks; b) monitoring performance characteristics of the systen; c) 
monitoring and recording the movement of supply actions in the syster; 
d) preparing advisories for management review in response to slippages 
in time fraie suspense; e) conserving manpower and; f) quick and 
reliable response. 

Integrated systems are capable of generating whatever hardcopy 
documentation is required via the prime computer, or alternately, a 
mini-computer system. ICS is prograrmed to generate the Depot Issue 
Hotice in response to receipt of transaction data. Other forms required in 
the materiel acquisition, storage, and distribution systeni are prepared manually. 
Computerization of ICS has reduced neither the number nor frequency of doucments 
circulating in the systern. The [ras not designed to displac@5X1 
a form but rather supplements data contained in the original requisition (Form 83) 
without actually displacing that form. Performance appraisals of ICS lead to the 
conclusion that this system has not succeeded in reducing manhours invested in 
‘docunient preparation and distribution and has automated no known process 
assestated with the management of the logistics resource. 

ICS's decision making capabilities are nonexistent. For example, 
lead ‘ives together witn acquisition cost analysis frequently determine 
procurement source for low value repetitively consumed supplies. Computers 
can ba routinely progranmed to preserve procurement lead times associated 
with the delivery of identical items from two or more vendors. Similarly, 
these systems normally capture and preserve acquisition costs for identical 


items available from two or more suppliers. Given the availablility of this 
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information, the computer can be programed to select the most advantageous 
procurenent source given the tine element necessities and sterility of the 
requirement. High dollar value materiel is normally excluded from automated 
decision processes in order to reduce the probability of costly replenishnent 
and programming error. Econonic order quantities for materiel subject to 
repetitive demand can be determined on the basis of average turnover and other 
factors arrived at via the computer resource. 

ICS design does not; a) harness the decision making potential of the 
computer resource; b) provide for automated generation of documentation; 

c) transmit data between control points in the system on the basis of pre- 
defined decision rules and; d) interface with external systeins so as to 
elininate duplication. ICS, therefore, must be classified as a bookkeeping 
systen which, from the standpoint of the total syster, consumes rather 

than releases manpower for alternate applications and offers few managericl 
yields. 

Computerized inventory management systems are capable of flagging 
repetitive demand.” Several methods or combination of methods can be 
specified for the attainment of this objective; first, entry of part 
number, model number, or manufacturer is treated as mandatory to provide 
a capability for sorting and merging requirenents for materiel not 
managed in the system; second, requisitioners are held responsible for 
determining whether or not materiel is subject to repetitive demand and 
to code the ordering instrument accordingly and; third, components of the 


resource fManagenent system are tasked with the responsibility for 
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identifying materiel to be stocked in the system either on the basis of 
requirement forecasts or actual consumption patterns extrapolated into the 
future. Generally the third alternative has been applied internally 
because reasonably accurate requirement forecasts are compiled for equipment 
and associative spares. This system removes the initiative for introducing new 
items into the supply system from Supply Division, and except for specific 
categories of iiateriel, vests that responsibility in cognizant offices. 
Cognizant offices are in a position to influence tie structure and 
content of inventory. Still, the position of the cognizant office is 
one step renoved from actual requisitioners. Separation may represent 
an obstacle to efficient resource management because certain requisitioners 
consume resources outside the control of the cognizant offices of which 
they are a part. Given this setting, requirement forecasts may be 
formulated for; a) major equipment or operational spares incident to the 
maintenance of that equipiient, and; b) strategic reserves maintained in 
a ready-for-issue condition to meet contingency situations. These 
forecasts nay exclude collateral requirements for furniture, appliances, 
maintenance supplies, vehicular spares, hand tools, etc. Requirements 
for these items occur randomly throughout the system yet the present 
systen is not organized to flag repetitive demand to ensure pursuance 
of a rational stockage schere. Another shortcoming is that requirements 
for materiel not maintained in the systen may be assigned WASH] numbers. 
This assignment precludes execution of sort and merge routines capable 


of identifying materiel subject to repetitive demand. Capture of 
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manufacturers part or model number for subsequent sort and merge re- 
presents the most practical and economic means for flagging repetitive 
demand. : 
Comparision of obligations/expenditures saatnst Materiel and Direct 
Procurement Allotments over time offers a reliable index for gauging 
the degree to which the system is capable of supplying demand from inventory 
as opposed to purchase. Analysis of these two quantums definitely confirms 
that the percentage of demands supplied via direct procurement exhibits a 
steady increase. Expressed in dollar value terms direct procurement accounted 
for 57% of total purchases in FY7G, 69% in Transitional Quarter, 77% in FY77, 
and 84% so far in FY78. Assuring present trends continue, approximately 85% of 
organizational requirenents for materiel in terms of dollar value will] be met. 
through direct procurenent in FY73. The design of a system capable of flagging 
repetitive demand has the potential of reversing this trend by closing some 
gap between direct procurement and replenishment. 


Minor applications computerized in ICS design are; af 25x11 


locator system and; b) the generation of status reports to facilitate 

physical iventontee. According tol personnel the manual 25X1 
locator system continues to be maintained in tanden with the automated 

system. The rationale underlying tie maintenance of parallel-duplicative 

systems is apparently attributable to low confidence factors in the 

automated system. Displacement of one of these systems has the potential 

of reducing overheads. Analysis of the automated system designed to facilitate 


the conduct of physical inventories was not subjected to in-depth study. 
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. | __personnet have advised, however, that they periodically request 


inventory balances of all items within a Federal Commodity Class. Items selected 
for count are then manually selected fron the composite listing so as to flag any 
deviations between actual and recorded balances. The computerized approach 

has the advantage of displacing the cumbersome system relied on at present 

and has the potential of; a) systenmatizing the physical inventory function; 

b) eliminating bias in the selection of items to be inventored, and; 

c) ensuring that a representative cross section is covered in each count 

cycle. For example, algoritinis allowing random selection of ten percent 

of items maintained in a given Federal Conmodity Class mignt be considered 
representative whereas a five percent random might be applied to another 

Federal Commodity Class. 
Cataloging Interface: 

Ite Identification Section relies on four primary sources of 
information in cataloging operations; first, maintenance and status 


information received from DLSC in magnetic tape fortiat; second, 


_ taicrofiche received periodically from DLSC identifying materiel 


maintained in the federal system; third, iten characteristic and 
correlative management data contained on Cataloging Action Requests 
processed by Supply ianagement Branch; and fourth, screening actions 
processed against the DLSC data base to determine if the item is a 
constituent of the federal supply system. Approximately fifty percent 


of the total number of managed items in ICS are identified by federal 
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stock number, therefore, the federal supply system constitutes a 
prine procurement source for natericl managed in the Agency systert. 
This dependency pattern makes a partial or total computerized interface 
between ICS and DLSC a meaningful design goal. | 

Inforiation maintained in DLSC is segnented for storage and 
retrieval purposes. Segment A identifies an item maintained in the 
federal system by; a) stock number; b) iten name code; c) FIIG number; 
d) criticality code, and; e) related data elements. Segnent C of the 
DLSC data string contains manufacturers part number to stock number 
cross reference data. Decision rules and logic operations governing 
tlaintenance of the DLSC system are extrenely complex. This complexity 
in turn makes dsivonient a automated interface between DLSC and ICS 
a forwidable design goal. DLSC transmits all data residing in a given 
segment in response to item updates. This tratismission mode requires 
that recipient systems have the capacity to determine which data element 
or elements residing on DLSC data string have teen changed prior to 
internal system update. System update could be accomplished by overlaying 
ICS data elenents with those contained in the segment. Continuity of systen 
operations also requires that changes be preserved for reference purposes to 
ensure that they can be tracked aid explaiied. OOP designed a prograi to 
present data elements contained in these segnents in hard copy. Catalogina 
personel manually compare hard copy entries with data elements residina in 


the data base and generate such menu updates as may be required. The only 
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computerized interface in the system is that contained in segnent C which is, 
manufacturers’ part number to stock number cross reference. This component 
of the systen is autonated, | 

DLSC and ICS contain several incongruities in desion. For exanple, 
item descriptions may be housed in a field displacing in excess of one 
thousand characters under DLSC. Contrastly, ICS has allotted a maximum 
field of three hundred characters to retain descriptive data. Given 
this discrepancy in field length implenentation of an automated interface 
would require that the GINS record length be lifted or expanded, because 
a large percentage of items maintained in DLSC exceed this limitation. 
Another incompatibility between these systens is that of decimal point 
(unit price) managenent, DLSC's decimal system is maintained in cents 
whereas GIMS currently allocates three positions to the right-of the 
decimal which is milis. Accordingly, a computerized interface would 
demand invocation of a routine to adda non-significant zero to DLCS's 
incoming unit price prior to updating GIMS. Alternatively truncation of 
the right most digit in tie price field in GUIS would acconplisn the 
Sane objective. Further aggravating compatibility factors is the fact 
that DLSC drops cents for line iteris having a unit price in excess of, 
say, $10 million. Materiel now maintained in the Agency system does not 
penetrate this barrier and is not expected to do so in the future, there- 


fore, the example is illustative only. 
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Syste incompatabilities, otiier than those described in preceding 
paragraphs, exist between DLSC and ICS. Reconciliation of these 
divergencies for computerized interface might prove prohibitive in terns 
of initial design and systen maintenance cost. Moreover, a large per- 
centage of DLSC maintenance actions require cognizant office approval 
prior to acceptance and ICS update. These delays in the decision process 
would require that DLSC transaction updates be held in obeyance pending 
acceptance. Profiles of these interrupts can best be illustrated by 
example. The stock number and description of an accepted replacenent 
item must be recorded in suspense in response to DLA notification as well 
as the effective date of the change. Updates of this type may require 
referral to cognizant offfices for acceptance or rejection which requires 
maintenance of a suspense file for monitoring purposes. Moreover, in 
order to adhere to DLSC's effective date doctrine, the internal systen 


would have to rely on simple time frame suspense routines for maintenance 


- purposes, 


Basically, GINS and DLSC are incompatible systems. The design of 
conversion programs capable of computerizing this interface would be 
complex and costly to develop. Given these restrictions interfacing 
represents a long range design goal. The design of ICS, however, should 
be such that interface requirements can be meshed sometime in the future 
without dramatic redesign. Interface problens explained herein are 


illustrative only and are not intended to imply that these specific 
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computerized interfaces between DLSC and ICS are etter planned or 
desirable. 
Finance and Associative Interfaces: | 
Interfaces between ICS and the Office of Finances General Accounting 
Systei (GAS) are computerized but do not qualify as autonated interfaces. 
For this reason the logistics and finance subsystens are more analogous 
to stand alone than integrated systems. ICS is progranred to generate 
file entries in response to supply actions affecting PRA accounts. 
Periodically GAS extracts data from ICS files, reformat¢s that data 
and batch updates that system for subsequentY¥Y entry into the Financial 
Resource Systen. Time wise these systens are not synchronous because ICS 
updates on-line whereas GAS is subject to batch update. Both systers generate 
PRA status reports, ICS the PRA Tracking (PRAT) and Finance the Status of 
Operating PRA (SOPRA) report. The fact that PRAT and SUPRA report generators 
involve access to two separate data bases (ICS/GAS) makes reconciliation of 
these reports difficult, Another obstacle to reconciliation is limitations 
in ICS design. Comparison of balances maintained in the two systens confirn 
the aeoposteten that output discrepancies are legion. For example, a | 
$5,562.778 unresolved difference existed in FY76, a $131,563 difference 
in TQ, a $1,174,972 in FY77, and a $25,763 difference to date in FY78. 
Differences in PRAT and SOPRA reports are attributable to ‘two 
primary factors; first, the financial system relies on cents for PRA 
computation purposes whereas ICS relies on mills, and; second, information 


extracted from ICS files and copied on GAS files includes reimbursable 
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PRA transactions whereas reimbursavle PRA transactions are excluded from 
SOPRA reports. lanual adjustrients to SOPRA and PRA reports are capable of 
resolving some differences in these reports, however, unresolvable gaps 
renain. These gaps prompted implementation of a manual PRA tracking system 
to ensure operational integrity of the accounting syste. The output of the 
hlanual systen yielded yet another balance which diverged from those of SOPRA 
and PRATS. This systen has since been deactivated but gaps the systen was 
designed: to bridge persist. Another potential souce of error is attributable 
to the configuration of data flows between ICS and GAS. ICS is programed to 
pass data to GAS, however, the system cannot reverse this data flow pattern. 
This constraint allows Finance to update its data base without concurrent ICS 
update. Finance updates consist mainly of Project iumber changes. Logistics 


is not notified of changes involving the last four numbers of the Pil but is 
LZ 
advised of those affecting the third and forth digits of the PN. Accordingly, 


the system rendors reconciliation of Cd project 
level a questionable enterprise. 25X1 
ICS is not progranmed to accept and evaluate transactions for the 
purpose of selecting routines for systems update. Management personnel 
intervene in this process because menu's must be selected prior to processing 
supply actions. Accordingly, system maintenance relies heavily on judgemental 
factors which increase in complexity for certain transaction categorics. 
Procedures associated with stock number and unit price change illustrate 


this complexity. For example, Item Identification Section can execute a stock 
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number change simply by calling forth the appropriate menu and processing 
the update. Price changes may be associated with stock number change which 
requires that command and control responsibility be transferred to Si} where 
a separate menu is invoked for update purposes. Processing is further 
complicated by the fact that the stock number change menu is incapable of 
reaching into suspense files in which dues-in and ducs-out are layered. This 
constraint requires execution of a query to determine whether or not a 
Suspense exists for the item involved. If so, another menu must be called in 
order to update the suspense. 

ICS dependency on hutnaan interfaces for file update and maintenance favors 
high error rates, low reliability, and degradation of system response times. 
Error corrections represent a tine consuling and complex process which have 
been reduced to the extent possible through; a) manual validation of updates 
processed in response to certain classes of supply action and; b) diffusion 
of update responsibilities within the system. Simple errors such as those 
associated with the keying of an erroneous price at time of receipt frequently 
comand the invocation of eight separate menus for correction. Updates of this kind 
normally span several files as well as multiple data elements within files for 
which no computerized linkage exists. Error rates are certain to increase 
exponentially in this type environment. SMB has pre-cnpted| — ]froia keying the 25X4 
receipt of stock replenishient materiel in order to reduce the incidence of process- 


ing error. [ has, nowever, retained responsibility for updates 


associated with directs. Accordingly, updates confirming receipt of materiel are 
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processed by two widely separated components. This spatial separation 
complicates transaction processing and degrades response tine because multiple 
coLiponents of the system tay have to be accessed for status infornation. 
Another property of systen operations is that associated with manual 
peP/DM5 
validation of transaction data. DKS personnel manually validate all 
supply actions reflecting a cost of $10,000 or more in order to flag and 
correct errors. Data Management Section workload statistics indicate that 
approdinately three and one-half man years of effort is expended annually in 
data validation and verification operations, error correction, manual reconcilia- 
tion of PRATS and SOPRA reports, and evaluating the impact of enhancements on 
reliability factors. This manpower expenditure pattern derionstrates that IcS is 
a tiarginally reliable system which entails a substantial manpower coumitment to 
maintain. The degree of data integrity needed for the financial interface has 
proven particularly burdensone. Processing procedures described in this and 
preceding paragraphs were designed to ensure that data lifted from ICS for 
entry in GAS is reasonably accurate. Notwithstanding efforts to enhance data 
integrity via manual means, gaps in these systems persist and will continue to 
do so unless an effort is made to design an integrated systen. | 
Another obstacle to implenentation of an integrated systen is the lack 
of a uni fied nubering system needed to identify and track transactions 
through the supply systen, Requisitioners are responsible for assigning 
a document control number (DCI) to requirements forwarded to logistics. This 
nuilber identifies that action in all intermediate processing states except 


those actions passed to procurement division. Initially SB assigns a Logistics 
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Control Humber (LCi) to transactions passed to procurement. Subsequently the 
procurement entity assigned responsibility for executing the purchase instrument 
modifies the LCi. At this point the modified LCN is redesignated as the 
Purchase Instrument Number (PII) for purposed of updating ICS. Frequently, 
the LCH is not used to identify the actual purchase instrunent but rather 
rapnescuts an intermediate number which stands midway between the PCN and the 
number finally assigned the purchase action. For example, requisitions passed 
to the CONIF systen. for appropriate action pick up a unique identifying number 
wnich may differ from both the DCH and PIN. Similarly, requirements passed to 
IDSB are assigned a fourteen position DCN for processing via tha MILSTRIP or 
FEDSTRIP system. 

IDSL assigns a DCN to requisitions entering the MILSTRIP/FCDSTRIP systen. 
| MILSTRIP/FEDSTRIP requisitions i not set aside fields in which to inscribe 
the PI, therefore, DOD billings are keyed in the DCN. Finance does not 
reference CD receiving reports in connection witn the DOD billing and 
reimbursement process. Consequently, the computerized system lacks the capability 
to maintain DCN and PIii cross reference data for requisitions passed to DOD for 
supply action. IDSB compensates for this gap in the data processing stream 
through maintenance of a manual cross reference log. Periodically this log is 
forwarded to finance to provide a capability for cross referencing the DCN and 
PIN prior to effecting reimbursenent. 

One design objective of FARS is to computerize generation of the PIN/DCY 
cross reference listing so as to close this gap in the data processing chain. 


Activation of FARS has the potential of streanlining interfaces with FRs, 
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however, thé creation of another stand alone system offers little promise of 
enhancing ICS performance capabilities. Already, ICS depends on two systems 

to feed information to FRS; namely SNB and | Jeourr also feeds data to FRS areX1 
constitutes a third system. Adding FARS to this data hath network cannot help 

but add a forth feeder and aggravate rather than ameliorate discontinuties in 

the data exchange network. Grafting FARS to ICS for integrated operations may 
surface such complex design problens that the two systenis will be forced to 
co-exist with little or no cornputerized linkage. | 

system Review and Approval Standards: 

Standards associated with systems revicw and approval processes are 
normal Ly related to missions defined for the application involved. One 
standard wight reference tie capacity of the proposed systen to conforia with 
reporting requirements of the Agency's Financial Property Accounting System 
(FPAS). Exclusive linkage to tiis standard, however, would be both impractical 
and restrictive. This standard can not apply universally because several 
applications now operational, or currently in process of review, cannot be 
evaluated in these terns. For example, the prime mission of FARS is that of 
interfacing with HILSTRIP, FEUSTRIP, and the Directorate of Finance, whereas 
AUCS is firearms control sytem designed to track weapons issued to authorized 
recipients. Analysis of these and other systems confirm the proposition that 
the review and approval process cannot always be related to specific reporting 
requirements. Host computerized inventory management systens are capable of 


capturing stock numbers, descriptions, serial numbers, and associated data 
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elonents and are easily prograrnmed to generate apexeribad FPAS reports. This 
attribute of computerization frequently relegates compliance with reporting 
requirements to a subordinate position. | 
Cost effectiveness frequently serves as a systen review and approval 
“standard. Application of this standard presupposes that most benefits and 
costs associated with computerization can be quantified for corparative 
analysis. Concepts underlying this strategy normally relate to the degree 
of integration specified for system operations. For example, the design forriat 
of DOD inventory control systems centralize infornation management responsibi- 
lities but decentralize command and control. Application of this organizational 
concept provides an adhesive for joining coriponents of the system into a finely 
tuned and integrated whole. Initial design cost for the integrated system may 
exceed those associated with the design of a profusion of stand alone systenis. 
Offsetting these high initial development costs are much lower operation and 
maintenance costs. Perhaps the most redeeming feature of the integrated 
inventory control systen is the efficiency with which it executes its data 
processing tasks. This offshoot of integration takes the forn of intangibles not 
capable of precise quantification. The capacity to flag repetitive demand, 
enhance response tines, decrease error rates, execute tasking objectives 
cutting across two or more administrative or operational jurisdiction etc; are 
illustrative of these intangibles. Analysis of intangibles clearly demonstrate 
the risk of excluding then from the evaluation process. Stand alone sysitenis 
perforiiing essentially identical data processing tasks, yet prograrned in 


different languages, hold little potential for tangible yield at the systers 
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level of operation. 

Reliance on the strategy of cost effectiveness in the evaluative process 
entails consideration of haruware/sofiware officicncy. Efficiency thresholds 
for colputerized systems range from totally inefficient to extremely efficient. 
Inefficient systens exact exhorbitant overieads and, more often than not, prevent 
users fron harvesting benefits of computerization; particularly, those belonging 
to the intangible class. GAU is becoming increasingly critical of federal 
agencies maintaining incompatible software systems. Articles setting forth 
the GAO position in this matter have appeared in several issues of Computer 
World published by Cll Comaiunications Inc., Newton, Massachusetts. Responsibility 
for defining software standards reside witn ODP, therefore, the Virector of 
Logistics is not in control of, but rather, is controlled by ODP in matters 
associated with hardware/software system selection. 

The efficiency of hardware/software systems configurations cannot be 
measured in todays environment fron the users perspective. For exanple, 
projected development and implementation costs associated with computerization 
under GIS compared with costs of implementation under a different system would 
provide a comparative base for evaluation. Traditionally cost distribution 
factors have been formulated on the basis of projected stand alone system 
developnent expense without reference to the alternative; namely, integrated 
system development. Current review processes naturally lead to the selection 
of stand alone systens which are less time consuming and costly to design. 


This process does not offer a means for evaluating hardware/software efficiency. 


[raat be nA 
Noteitd Piokata dna 
Approved For Release 2005/07/12 : CIA-RDP85-00988R000700020001-3 


=54- : 


eee For Release eyes > GIASA Aria 00988R000700020001 -3 
Fe wa wad g cesitt a pea, 


Given this setting, efficiency standards can not play a meaningful role in the 
selection process. Application of cost effectiveness standards require that; 
a) organizational concepts be defined and;  b) the decision to enhance or 
redesign the system be made on the basis of cost versus benefit studies. 
Adoption of this standard presupposes that hardware/software efficiency is 
being maxinized. | 

Cost and urgency of denand may have been responsible for the configuration 
of the internal systen network. Time certainly influenced the system selection 
process because integrated system design requires extensive manpower cori tments 
over long tine intervals. Given the immediacy of the system design requirement 
it became necessary to forego long range advantage for short term gain. These, 
together with the interplay of other factors, are believed to have been causal 
in the development of a systen in which efficiency occupied a subordinate 
position. One paradox is common to stand alone system networks; namely, that 
efficiency of any particular system of the network may be exceedingly high while 
total system performance is marginal. Analysis of ICS and its satellites 
convincingly demonstrates that efficiency and inefficiency can coexist within 
the system particularly in those networks not stressing integration and the 
design of computerized interfaces. The design of an integrated inventory 
management and control system holds promise of erasing this contradiction. 
Moreover, adoption of integrated system concepts provide a better foundation 
for the review and approval process in which system development or enhancement 


can be liore extensively analyzed in terms of cost versus benefit. 
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Statute, regulation, and command and sSnEROI nornally deteriine operational 
characteristics of supportive computerized systems. Enabling legislation 
frequently specifies that a federal agency is subject to GAO audit reviews. 
GAO's perception of an efficiently organized computer system provides a base 
for the evaluative process. For example, GAO may flag the maintenance of 
incompatible software systems for inventory management as a potential source 
of inefficiency. Systen reviews may also search for jiefficiencies associated 
with the maintenance of stand alone systens performing essentially identical 
tasks as anotier source of inefficiency. Horiwal Ly, stand alone syscers are 
designed especially for components they support and must therefore be considered 
a derivative of comand and control relationships. For this reason, efficiency 
of the total systen is not an essential property of the stand alone systen 
approval process. 

Legislation specifies that federal agency's are required to; a) adhere to 
accrual accounting procedures for budgetary and management control purposes and; 
b) formulate such policy and procedural controls as may be iécessary to nanage 
the logistic resource, Internally, statutes are interpreted and reduced to a 
body of regulations controlling day to day operations. Regulations pertaining . 
to the field of inventory management specify the accepted methodologies for 
exercising property control. Provisions of un bpecity delegations of 25X1 
authority with regard to the property management function and concurrently 
define the general capabilities of the supportive property control systen. 
According to this regulation the Director of Logistics is responsibic for the 


development and managenent of "an accurate and reliable system of inventory 
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control", with enforcement responsibilities clearly specified in that section 
whitch states that he shall “establish and/or approve supply managenent systens 
-.- and their adoption to automated processes where necessary and cost effective". 
The scope of inventory managenient is defined in section (2) (0) of this 
publication wherein it is stated that the Director of Logistics shall "develop, 
establish, and administer a worldwide supply systen". Accordingly, statute, 
regulation, internal command and control ralattonsines:. and the eventuality 
of a GAO system audit reinforce the need to commence design of an integrated 
inventory managenent and control system in order to maximize efficiency and 
mininize cost. 
: The data processing system is not organized to respond meaningfully to 
urgency of demand factors. Consequently, most supply actions are accorded 
equal priority for processing purposes. Responsive computerized systens 
require that the system process high priority requirements prior to those 
assigned low priority. Inclusion of urgency of demand factors in systems 
design is essential because requirement processing always triggers competition 
for scare resources. Accordingly, the efficiency with which computerized 
systems operate is determined, in part, through the enforcement of processing 
disciplines. [either time frame suspense nor tracking routines can be 
effectively joined to a system in which most requirements are assigned 


essentially identical processing priorities. Urgency of demand standards, 


therefore, are an essential property of systems design. 
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25X11 
14. Trends Affecting Design Requirements of ADP Systems: 


the impact of that directive translated into declining workloads in Supply Division. 
Reinforcing that decline was the fact that many operational programs were throttled 
down or deactivated. Analysis of eeduisveions processed through the supply system 
confirm a rather precipitous decline since FY76. Contrastly, analysis of line items 
purchased by the Small Purchase Branch (SPB) [ exhibit nominal 25X1 
change. Average monthly line items processed in FY76 by SPB amounted to 1507, 
1599 in TQ, 1303 in FY77, and 1580 to date in FY7S. SPB is not an integral part 
of ICS, therefore, transactions diverted to that branch are not recorded in the 
computerized ICS. Extrapolation of present trends into the future portends 
further declines in ICS workloads. 2 25X1 
; actions are excluded from ICS statistics. Yet, these procurement sources ara 
essential components of the total system notwithstanding the fact that 
activities occurring in that universe cannot be quantificc. Accordingly, it is 
theoretically possible for ICS to be inactive while transaction densities mount 
in external support systens. Considering the configuration of that system the 
decline in ICS may be attributable, in part, to requisitioners preference to 
acquire materiel from sources external to the formal supply system. Recent 
retrenchnents in operational projects also curtailed the issuance of firearns 


and other nateriel categorics to some degree. Requisitioners may now be 
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concentrating on. the acquisition of inexpensive materiel through sources other 
than those comprising the formal supply systen, ICS is neither structured nor 
organized to yield intelligence and performance data upon which to analyze these 
trends. This shortcoming derives naturally fron the fact that ICS workloads - 
represent a small fraction of total activity occurring in the support systen. 
Accordingly, strengthening data collection capabilities via computer means holds 
promise to; a) improve efficiency of system operations; b) flag repetitive 
demand so as to realize econoiies of large scale purchases; c) provide an 
information management system capable of generating necessary logistic 
intelligence for decision making and planning purposes, and; d) provide a 
response capability which will decrease requisitioners dependency on external 

~ support mechanisus. 

Long ago, logistics maintained a reasonable facsimile of a centralized pronerty 
control system. Gradually, maintenance burdens forced a shift to the less rigid 
decentralized system. The shift to decentralization spawned the need to exploit 
capabilities of computer technology in order to properly exercise resource 
managenent at component level. Emerging from this pattern was a proliferation 
of stand alone computer systems eacn presumably designed to meet unique reporting 
and Wanagement requirements of the component involved. Orginally, these systems 
were designed to accomplish low level data processing tasks but in the course of 
evolution and enhancement, stand alone systens assumed tie properties of higher 
order inventory management and control systems. Augrentation of resource 
managenent capabilities, in turn, encouraged components to develop independent 


managenent doctrines. This process is believed to have partially responsible for 
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the drop in Supply Division workload factors which has been matched by 
increased workloads in the stand alone system network. This conclusion is 
convincingly denionstrated in comparative systen analysis. Three indices 
support the conclusion; a) comparision of asset worth between logistics 
inventory and four PIU systens; b) comparision of line itens processed between 
logistics and the four PIU systems, and; c) comparision of line itens maintained 
between logistics and the four PIU systems. Analysis of these three quantuns 
indicate rough comparability which means that total system workloads are nov avery 
divided between logistics and four PIU accounts. Assuming perpetration of present 
trends, it is reasonable to conclude that components will assume residual 
resource management responsibilities now being exercised by logistics. 

The Office of Cormunications plans on implementing a stand alone system for 
the express purpose of managing approximately 15,990 line items now positioned, or 


soon to be positioned,[ | Apparently, OC plans to finance the 


acquisition of materiel to be allocated to REMNS and associative systens from direct 


materiel procurenent allotients so as to circumvent forial accounting control 


procedures. Inplerentation of RENS will impact on logistics in several ways; first, 
1t Hi1t ditonaticalay delegate responsibility for the management of approximately 
28,000 line itens Maintain in the systen to external components which exceeds the 
13,000 plus itens now maaged[ —_|by a multiple of two and; second, the success 
of these ventures has the potential of encouraging other components to follow 

suit. Accordingly, programs now in progress may restrict the director of logistics 


sphere of influence in resource itanagenerit. These shifts, while contributing 
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to the efficiency of operations at component level, can be expected to degrade 
efficiency at systens level. 

Analysis of Hateriel Procurement Allotment obligation and expenditure 
patterns indicate that the dollar value of directs has increased. Whether this 
trend is permanent or transitory cannot be determined at this point. The trend 
does seen to reflect an Agency wide pattern. Moreover, with regard to OC the 
trend has the appearance of being permanent. This component plans to augnient 
its procurement fron direct Materiel Procurereant Allotnents which may reinforce 
trends occurring in the support of other Agency components. Collectively tiese 
trends have the potential of further decreasing ICS workload factors. The 

DEMAVD 
design of a system capable of flagging repetitive nay reverse this trend. 
DOD Software Systons: 


“ 
Attacinent 7 defined specifications for the United States Arny's 


automated Conmodity Command Standard Systeia (CCSS). A cursory analysis of this 
system indicates that it may have applicability in the Agency's environrient; 
provided, minor modifications are made in tne software system. CCSS operation 
and jaaintenance personnel are assigned to tne Army Logistics Management Center 
and have the capability to install the system at user request. The only 
stipulation is that the user installation not effect software change subsequent 
to installation. CCSS has features of interest to loyistics and is capable of 
performing data processing tasks GINS is not organized to execute. For example, 
GIMS is not prograrmied for high level computerized interface with external 
systens and is not likely to be so programed in the future. These interfaces 


are designed into CCSS, The advantage of considering CCSS as a candidate 
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syetei 46 that the progran is already coded. Whether or not CCSS has the 
capability to meet Agency requirenents could not be ae captained except 
through detailed analysis of that systems canabeli ties and linitations. 
GSA and otner DOD components have developed specialized inventory 
managenent and control systems for distribution to user installations. 
The only stipulation in connection with installation is that the systen 
not be modified in the absence of command approval. The probability of 
comercial systens meeting data processing requirements of the federal 


supply system are remote. This is because no counterpart to DLSC exists 


in the commerical world requiring corplex interfacing techniques. 
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16. Conclusions: 
‘This study concludes that: 
a. Stand alone systems comprising the network perform their data pro- 
cessing tasks responsively and efficiently. These benefits, however, 
are not transferable to the total system because neither computerized 
interfaces nor integration has been established as a system design 
Standard. Consequently, few benefits have been harvested at the 
‘total systems level of operation as a result of computerization, 
particularly those associated with cost, efficiency, and quick response. 
Operational characteristics of the current system, together with the 
autonomy of its elements, make redesign of the entire system the only 
logical approach to the problem. 
b. ICS's information storage and retrieval operations are very limited 
in scope and relate sitnerily to inventory control. This system is 
marginally capable of; 1) automating repetitively performed tasks; 
2) eliminating manual file structures and manually controlled logs; 
3) document preparation and distributions 4) time frame suspense and 
tracking operations; 5) generating status information in response to 
queries or in response to violations of time frame suspense routines; 
6) flagging repetitive demand; 7) computerizing poUvine decteioncnakine. 
8) integrating subsystem activities such as those associated with CONIF, FARS, 
AWCS, the Vehicle Control System and the four SAS into a unified system; 
9) reducing error rates associated with system operations and; 10) inter- 


facing with external systems such as DLA, DIDS, DAAS, and others. 
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Given these gaps, implementation of ICS may well have increased 

rather than decreased manpower burdens with concomitant loses in efficiency. 
c. The SAS network occupies a crucial position within the total system 
context. Without computerization of this component of the system, additional 
increments of manpower would be required to discharge finance and resource 
management responsibilities. Accordingly, it is imperative that any 

effort at redesign take tasking requirements of externals into account in 
order to ensure that component efficiency is not jeopardized. Redesign 

will require considerable time because data processing requirements 

must again be defined and be translated into a program. Concurrent with 

this phase of the development effort, feasibility veiares associated with 
hardware/software selection could be conducted to ensure operational 
efficiency. . 

d. Statute, external regulatory requirements, the probability of future 
GAO system audit and review, the most recent Audit Report and provisions 

of [ implicitly suggest that the integrated systems approach 
represents the most economical and efficient route to a computerized finance 
and resource managenient system, This study also concludes that the integrated 
system has the potential of being more cost effective and efficient than 

a proliferation of Stead alone systenis performing essentially identical 

data processing tasks. The totally decentralized ADP system yields few 
manageriel benefits because logistics personnel cannot be meaningful ly 


and efficiently utilized in this environment. Perpetuation of current 
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trends into the future, therefore, runs the risk of rendering certain 
components of logistics obsolete notwithstanding the fact that decentral- 
ization is much more inefficient that a centralized information management 
system. Existing command and control structures can be preserved in the 
integrated epee. therefore, this argument cannot be used in countering 
the integration schene. | 

17. Recommendations: 

It is recommended that: 

a. Systems Analysis Branch be chartered to develop requirements for an 
integrated finance and resource management system and that this branch be 
staffed by professional logistics personnel familar with logistics operations 
and systems techology as well as the contingent of ODP personnel now assigned. 
b. The initial redesign effort be directed at the computerization of supply 
division operations. Presumably the scope of this effort might include, but 
not necessarily be limited to integration requirenents for ICS, depot 
Operations, FARS, the vehicle control system, AWCS, and the cataloging 
module. | | : 
Cc. Phase two of the redesign effort logically follows and entails integra- | 
tion of CONIF, the Procurement Module, and the design of an updated GAS 
‘interface. | 
d. Design specifications for phase three may well be addressed to the 
definition of interfaces with companion DOD systems such as DIDS, DAAS, 
DLSC, DLA and other. 
e. Phase IV, the integration of the four SAS will entail considerable effort 
in order to coph. data from the four data bases and reformate that data for the 


resident data base. 
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f. The content of candidate internal and external training programs be 
explored to enhance the potential of those assigned systems development 


responsibilities. 
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GLOSSARY OF TERMS 


AWCS -« Agency Weapons Control System progranmed to record the serie] 


yes : 25X1 
number of weapons maintained in the system. 


CCMS - Commodity Cormand Standard System. Automated system used by Army 
| for resource and budget management, 
2x1 [OS 
CMDN - Cataloging Management Data Notice. Machine sensible output of DIDS 


notifying authorized subscribers of data base updates. 


CONIF - Contract Information System designed for OL use. 


ad DAAS - Defense Automated Address ing System. Defines Standards and operating 
procedures for transmitting and receiving electronic messages over 
DOD. communications system. 
DAC - Data Access Center, OL. 
DCN - Document Control Number. Control number assigned requisitions by 
submitter for control purposes. zon 
DIDS Pe Defense Logistics Data System. This system maintains. the data base 
for the DOD inventory management and assocative systems. | 
a a P 
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DLA - Defense Logistics Agency. Elenents of this system are responsible 
for the issuance of supplies and equipment to authorized entities: 
of the U.S. Government. 7 | | 

DLSC - Defense Logistics Services Center. DOD element responsible for the 

| ; nanagenent of item identification and management data. 

DOD - © Department of Defense. a 

FARS - Federal Automated Requisitioning System. ineapial system designed to 
format, transmit, and receive electronic messages over DOD conmunications 
system. | 

FEDSTRIP-Federal Standard Requisitioning System. This system is GSA maintained 

: we and defines. procedures for requisitioning materiel through the GSA | 

‘system. : 

FRS - Finanical Resource System. Automated system designed to provide 


summary accounting data. 

GIMS - Generalized Information Management System. ODP maintained data base 
management system used by OL for the maintenance of ICS, CONIF, and 
other applications. | 

Ics a Inventory Control System. This system was developed by ODP as an 
internally maintained inventory management and control system. 


LADS - Automated inventory management system developed by ODP for implementa- 
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Logistics Control Number. Control Number assigned to supply actions 


diverted to Procurement Division. 


MILSTRIP-Military Standard Requisitioning System. This is a DOD maintained 


NIPS - 


NPIC - 
0¢ - 


OTS + 


PRA = 


_ PIN - 


PRAT - 


PCS - 


system and defines procedures for routing requisitions to DOD storage 
centers for supply action. 

National Military Command System = Information Processing System. 
Data base management system developed by DOD. 


National Photographic Intelligence Center. 


Office of Communications. Responsible for maintenance of[ | 


REMS. 

Office of Technical Services. Responsible for maintenance [ 
Property Requisitioning Authority. Provides a. cost ceiling to 
requisitioners against which to charge issuances of materiel. 
Purchase Instrument Number. Control number assigned by Procurement 
Division, IDSB, and, where appropriate, the decentralized procurement 
teams to identify contracts. 

Property Requisitioning Authority Tracking System. This system is 
maintained by OL and was designed to maintain current balances of PRA 
in the system. | 
Prime Computer system. Identifies the main frame computer in a 
distributive network consisting of component. terminal processing or 


mini-computers. 
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Property In Use. Signifies that accountability/responsibility for 


materiel issued by OL or acquired by other means resides with the 


fae 


REMS = 


SMB + 
SOPRA - 


SPB - 
T/P - 


Repair and Return fateriel System. OC computerized system soon to be 
implemented for the control of organic spares or spares, subassemblies, 
and components of major systems returned to internal facilities for 
restoration and return. 

Supply Management Branch, OL. 

Status of Operating Property Requisitioning Authority Report. Prepared 
periodically by Office of Finance to provide status information to 
authorized components of the system. 

Small Purchase Branch, OL. 

Terminal Processor. Mini-computer normally programmed to relieve 


PCS of routine data processing burdens. 
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Ing equioment and devices, inchiding telegraph ond talctypa 

; rrichasg, maintenance, opereion, repeyy, and bire ef 
Passenger wetor vehicle, and alrerafi, and vessels of all junds 
subject to policies established by the I:eetor, banspovtation of 
¢Nicers and employees of the Agevey in Govermacntovwned auts- 
ipncat between theie domieiles and plrees of employ- 
ment, vere such personanl are engaged in work which makes sieh 
Wansportation wccessar, and transportation in such egafpment, io 
and fiom schcl, of children of Agency personnel who hove quarters 
for themszlveos and their familes at isclated stations outside the 
continenta! United States where adequate public or private lars 
portation is net available; printing and binding; purchase, mainic- 
nance, and cleaning of firearms, including purchase, storage, and 
maintenazuce of ammunition; subiect to policies establishod by the 
Yirector, expenses of travel in connecticn with, and expenses inci- 
dent to 2ilertance at inectings of professional, technical, ecieniific, 
and other sizailar organizations when such attendance would be 
benefit in the conduct of the work of the Agency; association and 
Ebrary duos; payment or premiunis or cost; of surety bonds far 
officers er cinsloyees without regard to the provisions of se 
of Tive 6; payment of claims pursuant to Title 28. aeci 


ecessary Tard and the clearing of such i 


ot 


Ig of suck hind; consiveetion of bisld 


-~ 


ings and facilities withont regard to sections 259 ard £57 of Tithe 
£9; yepatr, rental, operation, and rnaintenance of buildings, util. 
ves, facilities, ard appuricnances; and 

(2) supstes, equipment, and personnel and coniracival services 
mtherwise authorized by law and regulations, when appioved by the 
Director,*5 

(b) ‘The sums made available to the Agency may Le expended 
Wwinout regard to the provisions of Jaw and regulations relating to 
the expenditure of Government fends;!3 and for objects of a con- 
fidential, extraordinary, or emergency nature, such expenditures to 
be accounted for sclely on, the certificate of the Lirector 47 and 


every such certificaté shall-be deemed a sucficient vo: sner fer the 


e - 4 


SEPARABILITY OF PROVISIONS. 
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See. 3.47 Tf any provision of this Act, or the application ef 

at wguegtae . . 8 a 
SUcar provision to any pesson or catcuimstances, is held invalid, the 
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726, 3 'U.S.C.A. 105) the Piedident i suthedved io fix the compensation 
of the Executive Secretary of the National Security Council at a rate “of 
compensation not to exceed that of level I of the Federal Executive Salary 
Schedule.” For the rate set for level li see Federal Executive Salary Aci 
of 1964 at page 173 of the Guide. 

’ if - 

12 The Director is also the “President’ s primary advisor on foreign intel- ; 
ligence” (subsection 3(d) of Executive Order 11905), with: interagency 
authorities and responsibilities prescribed primarily by subsections 102(d) 
and (e) of the National Security Act and by Executive Order 11905. 


ie sas | 

13 The Act of 1947 did not includp the position of Deputy Director dnd 
for several years there was no “provision of law establishing a Deputy 
Director with statutory authority to act for the Director or to perform 
such functions as the Director may assign to him” (H.R. Rep. No. 83- 219, 
March 30, 1953). The existence of the position was given statutory recog- 
nition by the enactment of the Executive Pay Act of 1949 (63 Stat. 860, 
P.L, 81-359, October 15, 1949), which prescribed compensation for the 
position. The position of Deputy Director was created by an amendment 
of 1953 to subsection 102(a) (67 ‘Stat. 19, P.L. 82-15, April 4, 1953), 
thereby enhancing the authority and standing of the position and its 
incumbent. The statute also served to put to rest any contention that the 
statutory acknowledgement of the ‘position in the Executive Pay Act of 
1949 converted the position to an appointive office to which a commis- 
sloned officer could not be appointed i in view of the statutory prohibitions 
against the appointment of such officers to appointive offices (now 10 
U.S.C.A. 973). The 1953 amendment also amended subsection 102(b) to 
_render that subsection applicable to the Deputy Director, as well as to the 
Director. 


} 
* 4 P t 


| 

14 In addition to the authority to’ ‘act for, and exercise the powers ‘of 
the Director during his absence or * disability,” it is considered “inherent 
In the statutory position of the Deputy Director that the holder will assist 
the Director in the performance of his duties, including those vested by 
law in the Director” (41 Comp. Gen. 429 (1962), Guide, p. IX-9). the 
President has directed that the Director “shall, to the extent consistent with 
his statutory responsibilities, delegate the day-to-day operation of the 
Central Intelligence Agency to the Deputy Director of Central Intelligence” Fa 
(Executive Order 11905, subsection 3(4))). 
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vy Excerpt from Footnotes to the "National Security. ‘Act of 1947" 
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ACCOUNTING 1 SEC. 
: | 

if In the 1950 law, the Congress Sdeites that the head 

7 of each executive agency! is responsible for establishing 

and maintaining systems of accounting and internal con- 

trol which conform to the principles, standards, and related 

requirements prescribed by the Comptroller General of 

the United States, “= fr rther clo ‘rified by Public Law 84- 86% 

Es aca August 2, 738 (70 Rial, oie the, jaw, provides 4 


5 hope 


N these Sijectines: 
| 
Accounting is not ‘an Sas in itself eat is an important 
( part of each agency's ‘management control system. Satis- 
factory accounting systems are necessary to provide es- 
pod sential and reliable information to management ‘officials 
ae for use in achieving efficient and economical operations and 
to enable them to satisfactorily report on the custody and 
oo, use of resources under their management. 
{ : 


Although the neal af each agency is responsible under 
_ the law for the accounting systems in his organization, 
C authority for carrying out the accounting function is ordi- 

narily delegated, However, the ultimate responsibility re- 
oe mains with him and He should Satisfy himself that: 


kt 


GQ) A proper accounting system is established, based 

- on prescribed ‘ accounting principles and standards 
Los applicable to his operations, 

‘ : (2) The information provided by the accounting system 

Le ; _ lends itself to e use, 


eins ove 


( F (3) Such information is being used by responsible offi- 
, cials in programming the agency's activities, in 
2 -preparing budget data, and in achieving and main- 
( _taining efficient and economical operations, 
i : Deh. lhe okie. Bin gag 


2 : se : Meats Ey Be ear f 
‘sections 114, 116, and 119 of the cited act apply to. Govern- 
ment corporations an agencies subject to the Government 
( | Corporation Control Aét {59 Stat. 597). 
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Excerpt from "General Recounting office, Policy and Procedures 
Manual for guidance of Federal Agencies" title 2 accounting. 
Appendix C 
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> MEMORANDUM FOR: Director, Support Information Processing Syatem a 


(IPS) Task Force 


SURLECT Property In-Use 


oe] 
ti 
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Menro ‘dtd 3 Janu 72 ta OL/ADP Coordinator fr - 
C/MRS/SLS 7 ask r ore’, came subject 
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4 
* s 
1. In response to parecraph 2a of the referent menio, the Office of 
Logistics expects to have the nocessary: staffing completed so that Property. In- 
Use and Type il accounts can be converted to the simplified Typ2 Uf Financial 
Prosorty Ac counting eA) precedures cifective no later than L July 1972. “hile 
the conversicn ts a sivnificant change tn policy aml procedure, we do not antici- 
pale any difficulty in oLtaining the necessary concuyrence, 
i 
. 2, Paragraph 2) of the oference acdresses the general policy regarding 
Lezistics records on i'rcperty In-Use and requires a more careful analysis. 
- For c sxample, we must continue to colicet and record data concerniny vehicies. 

. This is being cone at oresent by wwo methais: (2) the pase line item deseriction 
information is car ried in the aporopriate Type Ul or Pr ey In-Use accoun:, 
and (23 that basic deseriction plus additional technical des cree ‘lata is carried 
éeparatcly in the vehiccl information data base, Wille the latter data base takes 
on Some aspects of Property In-Usea, it is and must continue to be “maintained for 
purposes other than to incet the requirements cf FPA, We may wish to extend 
that control and recordkeeping philosovly to other areas of property (e.g., 
Weapons) but those systeins also would be something other than the Property In- 
Use system as we know it today, 


3. We belleve that the Cfifice of Cornmunications and Technical Services 
Division will wish to maintain certain in-use records under the new Materiel 
Resources System, This Cifice is not qualified to address those requirements, 
however, and suggests that the ‘f2sk Force take up such questions with those offices 
and ctner offices that might be concerned, 
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(4) Any activity funded from the Fund that continnes 


after the end of the fiscal Voor “In WiIGR uch mactiyi ey was 


i 


initiated shall be funded, thereafter through the regular 
i : 
budy wetary process at the earliest pra ‘cticable time. 


res 


™~ 


(c) The Director may a pprove the ateunaivuee of. funds to 
cover matters relating to national intelligence activities of an 
extraordinary or emergency nature. The expenditure of funds for 
‘such purposes shall be accounted for solely on the certificate of 
the Director and every such certificate shall be deemed a 


sufficient voucher for the emopne certified therein, but funds 


expended IOr ‘such purpose may Be expended only for activitie 
authorized by law. “The Director shall report quarterly to the 
- Committee on Appropriations of the House of Representatives, the 


Committee on Appropriations of the Senateyg the Permanent Select 


Committee on Intelligence of the House of Representatives, and 


the Select Committee on Intelligence of the Senate on 
| | 
expenditures made under the authority of this subsection. 


ele? (4) (1) All funds appr opriated to the Office of the 


Intelligence Community, and all national intelligence 
t ; 
t 
activities, counterintelligence activities, and 
, t 


counterterrorism ee conducted by entities of the 
Intelligence Community, and information and materials 
relating thereto, shall be subject to financial and program 
management audit and review by the Comptrolier General of 


the United States, upon the request, or with the approval, 
eee ar eae . 


emer verano, 
| teen 


of (A) the Permanent Select Committee on Intelligence of the 
, House of pee slay ver aa the Select Committee on 


| Intelligence of the Senate, Or upon the requist of (C) any 


1: ’ ici: of Meee d ; bd 
toll Pe i Sr if 


er ee: ian: F 
qotherc committee of ei the r House of eb hoess: except that in 


the case of any financial and program management audit and 


| review conducted by the Comptroller Gen¢ral cf the United 


States upon the request of any HORNET COMmiEte> “Coton Chases eee 


nie eee 


the Permanent Select ee a ee on Intelligence of the House 
}of Representatives. and the Select Committee on Intelligence 


of the Seeds the uae. and review may not extend beyond 
nee 
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the activities over which such committee hag legislative 


— re teem x Serre cieectinc 


jurisdiction, 


—— eo 


i : 
(2) Notwithstanding the foregoing provisions of this 
i 


subsection, the Director may_exempt from any such audit and 


review any funds expended for a particular activity, and the 
activity for which such funds are expended if the Director 
(A) determines such exemption to be essential to protect the 
security of the United States, (B) notifies the appropriate 
committees of the Congress of such exemption and the reasons 
for granting it, and (C) reports semiannually to the 
Permanent Select Committee on Intelligence of the House of 


Representatives and the Select Committee on Intelligence of 
: i 
‘the Senate on each activity exempted under this subsection. 
; } : 


(3) Any audit or review conducted by the Comptroller 


General of the United States under authority of this 
| | 
Subsection shall be condycted in accordance with such 
; 


Security standards as the Director and the committee 
requesting or approving such audit shall prescribe. 
(4) The results of any audit and review conducted 


“under authority of this subsection shall be submitted to (A) 
the Permanent Select Committee on Intelligence of the House 
of Representatives, in the case of any audit or review 


' 
requested or approved by a committee of the House of 


Representatives, and shall be made available by such select 


committee, in accordance with and subject to the provisions 
F ‘ 


of the resolution establishing such select committee, to the 


committee of the House of Representatives {other than the 


} 


jPermanent Select Committee on Intelligence) which requested 
Jor approved such audit or review, and (B) the Select - 
| aT ee dpe d o4ere de : | fee © a 
Committee on Intelligence of phe Sen beni ie ans 
yaudit or review requested or approved by a cchnieves of the 
Senate, and shall be made, available by such select 
peommittee, in accordance with and subject ta the provisions 
pot the resolution establishing such select committee, to the 
I committee of the Senate (other than the Select Committees on 
Approved For Release 2005/07/12 : CIA-RDP85-00988R000700020001-3 = 
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review. 
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Profile of Agency Property Management System 


WCS. 
NIPS 
Requisitio 25X1 
Automated Interface 
DLSC Output 
Mfrs Part Nbr To 
Stk Nbr Cross Ref 
Manual 
Input DAC 
UG 
. = 
FARS a 
n 
So 
Ww 
Manual Manual 
Hard Copy ICS Hard Copy |»|Manual .” 41> 
VECS, GIMMS Input ~* 
OTS 
COMMO es 
NPIC = 
OS/TS_* Hard Copy DDS&T ES lp 
<x 
Manual NIPC 
NDEPENDENT SYSTEM Input Assembly 
15,000 Line items est. 
Teiectypewriter and 1 
edyepieme communication ° DAAS 
spares ———a 
LADS 
ees Vv PL-1 
DLC DLSC 


Output of DLC/DLSC in machine 
sensible format yet no machine 
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25X11 - | Ics and[___ fystem Data Flows 


' Stock Release Transaction 


Acknowledge Receipt 


“(Manual 
Input 


To Consignee | Shipping 


Document 


Prepare 
>\ Manually 


25X1 
7 Requisitio ee To OTS Shipping —_ ~ 
>| Document 
Update Files 
Ics ; Py Ch] = 
>| Logistics Suspense 
GIMMS Files 
Issue Computer 

DAC Verifipation ; | System 90 7 


Depot 


i) 
or 
x< 

I JuUdWYse72y 


Computer 
Generated 
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TCS Estimated Monthly Volumes, 2 June 1975 
(SMB, excluding ep 
San SERRE emma fi 
*Nimber of - No. of Characters Total No. of 


‘Inputs . Menu. Transactions X Per Input = Characters 
ene omy ee ee ee Ree ng nae Sarre LL AS SR AA A 


Suspense’ File 


Stock (6's) ; I001 , 2472 60 148,320 
Directs (7's) T001 . 2473 60 , . 148,380 
Stock Replenishnents (OR) I001- _ =373 . 60 _ 42,380 
Receipts I006 . | 
Directs (0+) 23 BL 2,263 
Stock Replenishments (1A, om 385 bea 31 11,935 
Amendments (7! s,0R) : I008 . 3000. a 30 90,000 
Cancellations “© 7009 40 SP ak 8 HBO: 
B/O Release (Mgt) - 1010 a ee - 585 
Requisition, Confirming 1004 Ag 60 2,640 
(6's,7's) : 
Inventory Adjustments a 1012 — 310 50 © 15,500 
(S-AL-C-Price) 
het Inventory Maintenance v 1013 200 ~ *- 50 | 10,000 
(Reorder Point, etc.) . ‘ . 
Cost Adjustment (9's) 1l9 0 SM 50. | 2,500 
Property Turn-In“  * T1005 | 225 . 50 11,150 
— G's except 2A's) ; 
_ MONTHLY TOTALS: : 9834 | 466,173 
Daily Transactions - 447 
Daily Total No. of Characters - 21,200 


Key Strokes Per Minute Capability - 15** : 
Daily Production for One Operator - 6 hours 


21,200-+ 15 key strokes per minute = 1413 minutes 
i 413 + 60 minutes = 24 hours 
24-+ 6 hours = 4 operators 


. y 
NOTE CXumber of Transactions . **Considers: Inexperienced Operators 
Based on April 1975 Volumes : * System Down Time : 
| *Manual Preparations of Documents | 
gk : for Input. ; 
i - Queries 
base? 
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Transactions Processed 


FY-76 

July 6472 
August 6186 
September 5992 
October | 6616 
November 5438 
December _ 6613 
January . 6441 
February | 6489 
March , 7080 
April 7589 
May ; 5878 
June | : = Fe. 

TOTAL 77,906 


» 


Average FY-76 = 6492 
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MEMORANDUM FOR: Director of Communications 


Ron (ee a 
os Chief, Audit Staff, O/1G 


SUBJECT ee Report of Audit, Office of Communications, 


November 1974 - 31 August 1976 


i. Attached is a copy of subject report. 


Please advise the Chief, Audit Staff of action taken 
*. ON recommendations contained in the report. 


a 


2. We appreciate the cooperation and assistance 


25X1 


Attachment: 


- as stated 


Distribution: 
‘Orig - D/CO 
wt . 1 = 2D DA 


“Ll + O/Compt | 
Vo at 
1 - D/Fin 
1 


¢ a nn.) < 


Z ones S 
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MEMORANDUM FOR: Director of Logist;cs 
3 Uypa 
THROUGH :- Inspector General \): 
= if 17 
FROM : 
Chiezt, Audit Stale 
SUBJECT . + Report of Audit, 
. Office of Logistics - Supply Division 
l February 1975 - 31 October 1976 
1, Subject report is attached. Please advise this 
office of action taken on recommendations contained in this 
report. . 
2. We appreciate the cooperation and assistance fur- 
nished the auditor during the audit. 25x41 
7, 
} 
Attachment: 
as stated 
" Distribution: 7 
Orig - D/Log 
1 - DDA 
1 - 0/Conpt/DCI 
1 - D/Fin - 25X1 
1 - 0O/IG a 
i eS 
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Supply Division 


For the Period 


1 October 18976 
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REPORT OF AUDIT 
Office of Logistics 
| 
} 


1 February 1975 ~ 3 


‘SUMMARY OF OBS 
a 


Supply Division (SD) personn 
of the Agency. They perform thei 
and professional manner. 


Division operations generall 
with applicable directives and re 
that some of the directives and r 
to strengthen controls over non-e 


The division continues to me 
of its customers when filling req 
stock or through its own purchasi 
occur if procurement action is re 
Division backlog is discussed in 


ERVATIONS 


el are dedicated to the needs 
yr functions in a cempetent 


y are conducted in compliance 
gulations. However we believe 
egulations should be amended 
xpendable property in use. 


et the time requirements 
uisitions from existing 

ng facilities. Some delsys 
quired. The Procurement 

a separate report. 


Several major Agency compon2nts have developed or are 
developing their own property ac ountability systems, a 


condition which leads to duplice,. 


ion of effort by Office of 


Data Processing and the Originating component. 


This report includes comments and recommendations on a 


variety of subjects including: 


- Property Accountability 
- Management Procedures and Controls 


Other matters were brought to the attention of division 


officials for appropriate action. 


ene ce 
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SCOPE OF AUDIT - 
audit included: 
a review ef controls and procecures related te 
the requisition and management of property 


in the Agency supply systen 


an examination of the effectiveness of the 
changes in SD since its reorgenization in 1974 


an cvaluation of the extent to which customer 


requirements were met on a timely basis 


an examination of controls and procedures 
to determine the adequacy of safeguards over 
Agency assets 


a review of operations to determine whether 
they are conducted in compliance with applicable 95x41 
directives and regulations 


a | 
Will be audited at-a later date. 


The 


results of an audit of the Inventory Control System 


will be reported on separately. 


“Exj enditures related to Supply Division activities 
were reviewed during a concurrent audit of the Office of 


the Director of Logistics. 


* 


oO oon 


fae 
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BACKGROUNT 


i, The Supply Division budget for Fiscal Year 1976 ‘25X11 
is = as follows: 


2. The division has a table of organization of 202 
positions. The charts attached as Ixhibits A (Supply 
Division) show how the division is 
organized and indicate the number of people assigned to 25X1 
the major units. 


DETAILED D) COMMENTS 


Property Accountability System 

5. Agency regulations as ssign LOSES ee ey eae 
controi of property to the Cffice of oc. cia ee a 
Director of Logistics has CAT Ce? Sera. Soe iie. ake oe 


task ef developing upprapgtiate accou: 
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6. In recent years several Agency components adopted 


automated property management systems through which they 
maintain property acceuntability. Other componcnts are 
studying the feasibility of developing their own systems. 


The Office of Technical Services, Office of Communications, 


[and the Nutional Photographic Interpretation 


Center are among the components interested in having their 


own property systems. 


7. The components are interested in developing their 


own automated systems for both management and property 
accountability purposes. The components felt that per- 
sonne] reductions and the size and activity in their 
accounts made the manual system unworkable. In order 

to automate their systems some components went directly 
to the Office of Data Processing for assistance. Others 
tasked programiers within their own organization to 


design and program an automated property system. The dupli- 
cation of effort required: to develop individual automated 


property systems is uneconomical and inefficient; it may 


lead to multiple cases of "re-inventing the wheel". The 


development of automated property accounting systems shoild 


be centralized in Office of Logistics. 


accountability systems that can serve the needs 
of ail Agency components. 


Recommendation #1: Develop automated property 


25X1 


§. Supply Division is reviewing the property accounting 


systen with the view towards strengthening controls yet 


retaining simplicity. We toon have been concerned for somie- 


time about weakness in the system. The system does 
not provide a centralized control that identifies the 


location and value of non-expendable preperty. There ca. 


be no assurance that all non-expendable property is 
accounted for. In our opinion the following measures 
should be considered in any revisicn toa property account- 
ability procedures: 


‘ a : ‘ 


hey be 2 
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- a centralized Headquarters control over 
: i property to assist management. in knowing 
i : , where all non-«sxpendable property is located 


~ a@ procedure to control 411 non-expendable 
and expendable property over a gpiven dollar 


| value (now £200) until the receiving component 
: : i can document the consumption of the property 
i | 
Re 1 7 a revised dollar value for non-expendable 
: property fron $260 to a higher limit to. take 
i into account the effect of inflation 


pm . 
~ 4 property ccntrol register to control accountability 


- a schedule of shipments to advise responsible 
property officers what Shipments were made 


- a cable or shipping document to support the 
document recording the transfers between accounts 


9. The Audit Staff recently was invited to comment on 
the proposed revision to the property accountability handbook. 
Our detailed comments will be the subject of 4 Scparate report. 


. Test and Inspection Procedures 
a pection Procedures 


10. We previously reported that testing and inspection 
(T&1) of all non-expendable property resulted in delay of 
payment to vendors. We also reparted a low rejection rate 
of items tested. We felt that tie knowledge of the inspectors 
as to which materiel is likely t>» be rejected justified 
; inspection of property on a test basis. No changes in 
; procedures were made during the audit period. However in 
February 1977, a supply instruction was revised to provide 
for inspection on a test basis. The new procedure should 
help speed the flow of receiving reports and the payment 
to vendors, 


Follow-up on Re uisitions 
ale up _on Kequisitions 


11. Each of the three commodity teans within Supply 


Fee me mses, _E€ re a a 


ee er ee Reet ener Orv a 


s Management Branch (SMB) include one Member who hus the 
: responsibility of follow-up action when a customer questions 
; the status of a requisition. However most requisetions mass. < 


through SMB before foliow-up becomes necessary. Conscaucay 


SMB personnel must refer the Stion to porsoanctl is ct, . 25X44 
Data Control Unit at eae by Jelis up 


rae a 
A oa cen 
; @ vty dve- Pres 
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action takes place. We also learned that various sections 
of the warchouse receive direct calls from customers imterested 
in particular requisitions. 


12. The supply system records "due-outs" (unfilled 
Customer requisitions) some of which are quite old, Supply 
Division has considered follow-up ection to.deternine whether 
the ordered property is still desired. But no procedure 
has been established to accomplish this action. Failure to 
take follow-up ection may result in purchase and delivery of 
property which is no longer needed. 


Recommendation #3: Institute a follow-up 


a a a i ap ro eee 


program to determine whether old unfilled 


Time Frame Suspense Module 
fime Frame Suspense Module 


14, The Time Frame Suspense (TFS) module, an enhance- 

ment to the Inventory Control System, is expected to be phased-in 
during Fiscal Year 1977. This module will enable management 
to track transactions through the system. Variations fron 
, prescribed standards should become apparent thereby enabling 
eer prompt orrective action. Once TES is implemented, the 

preduct vity of those units performing the inventory control 
functicn can be measured. TPS also is expected to allow 
retrieval of data on Materiel Procurement Aliotment (MPA) 
issues and Property Requisitioning Authority (PRA). MPA and 
PRA are procedures followed to control the issue and 


i replenishment of property for components. Until the TES 
i bo enhancerent is implemented, management cannot effectively 
| determine the efficiency of the various components of 
i : Supply fivision. We plan to review the effectiveness of 
the TES module during the next audit. 25X11 
| 3 ss E 
i jocatjion of Supply Management Branch SMB 


et 


“8 a i 


: ray & ¥ ra c 
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we) has considered the move. in the past and hes found merit 
: in the, suggestion. but the move was not made. ie believe 
: the benefits to be derived from the move should be re- 7 

io considered, The move would provide a chance for SMB personne) 

; -to receive cross-treining in “The move 25X14 
would permit wore efficient use of personnel. These assigned 
be fonrsigned to bthor agecs thar Sesats TedT wembtoad cin 

The move ulso would ‘eliminate he Nees Deis anne 
files and should eliminate 4ha heéa © re Rangel ierg 
rad IMAnNate the nec or roljov-up action te 
more than one location. And finaily, the move would provide 
branch persomnel with a better understanding of the entire 
supply operation. —_ 


t 


25X11 
25X1 


2 
& 
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Property Out for Repair o5X4 


18. Classification, Repair. and Disposal Section (CRDS) 
Maintains records ae to control property sent 
out fox repair. No -low-up procedures exist to ensure 


that the property was returned. No follow-up action has been 
attempted. Often times the property may be returned by the 
company performing the repairs directly to the Agency 
component concerned. Without follow-up action between 

Other offices of Legistics and the repair facility or Agency 
component concerned, there can be no assurance that the 
property was returned. Sone property may have been lost. 
CRDS records indicate sone items sent out for repair betore 
1972 have not been returned, 


Recommendation #7: Establish procedures 
which would aliow for an annual follow-up 

On property out for. repair longer than 

six months. 25X11 


Property Disposals 


_ ome 
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: | On-Loan-Property 
ea) 21. Supply Management Branch has a procedure which 
i permits ‘gency components to use property for a 90-day 


period without cost to the user. This on-loan-property 


procedure was established so that components could acquire 

: property on a temporary basis primarily for test and 

gis: og evaluation purposes. <A written justification is required 

to extend the loan beyond 90 days. The Chief, Supply Division 
must approve extensions beyond 180 days. The records 

: . indicate that some property is held past the initial loan 


period with little or no. Justification offered for the 
extensior., Consequently some components use property 
for exterded periods without charge to their account. 


- Recommendation #9: Ensure that property 


i loaned in excess of 90 days is justified 
or approved. 
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Duplicate Files at Depot 
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ee ere on loan to Agency components originally 


was placed in allocation. code 05 (on loan to Agency activities 


for test and. evaluation). Government furnished equipment ‘ 
(GFE) | connected with contracts with other Government agencies 
also was assigned the same 05 allocation code. Subsequently 


allocation code 05 was replaced with code GE. 


23, The Analytical Section/SMB has had little success 


- in reconciling the on-loan-property documentation with a 


machine listing of code 6H property. Three problems were 
identified: 


_* identifying and clearing on-loan-property 
-Still in allocation 05 aio. 


- identifying and clearing GFE from allocation 
' codes 05 and the 6K _— 


- ensuring receipt of requisitions coded 
on-loan-property from the Commodity Teams 
in SMB where the transactions are origi- | 
“nally coded. 


24, The last problem cited was resolved during the 

audit: the Analytical Section/SMB must approve all allocation 
code 6E transactions. 

25. The resolution of first two problems requires a 
continuing effort to research pst data. Current charges 
are being monitored by extracti-g a monthly listing of 
code 6E property from the Inven’ ory Control System and 
reconciling any changes which méy have effected the listing 
during the month. These procedures were implemented after 


our initial discussion and review of controls over on-loan- 


property. The new procedures will be reviewed next audit. 


Recommendation #10: Continue to follow-up 
ee on discrepancies discovered during the review 
“ee” Of allocation code 05 end 6E property. 


"26; The Preservation and backing Section (P§PS) 


-Maintains shipping document files. About 75% of the FY 75 
_ £iles we reviewed were invalid because P§&PS does not receive: 


information on those requisitions canceled or retired to 
archives by the Lata Control te: + (OCU). The DCU is respon- 
Oy Vow cf Stare teat control nunber (DCN) 
Soneator of the TON files to 
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Recommendation #11: Keep current the 
Separate shipping document files in the 
Preservation and Packing Section. 


Forklift Maintenance Contract 
te —— ; : Ss 

“27. We discussed the limited use of fork- 
lifts at the We recommended that consideration 
be given to he number of forklifts on hand. 


Since the audit seven were disposed of and two were trans- 
ferred to another division. ” : 


reviously 


28. We reviewed the cost of maintenance contracts 
for the forklifts and found that in 2 years about $61,000 
was spent for 2,000 hours of dabor and for small parts. 
The value of the small parts could not be determined from 
the records, personnel support our opinion that 
consideration shou be given to hiring a mechanic to 
perform maintenance in lieu of renewing the contracts. 
a bece ETA eimates the mechanic's salary would begin at 
about $14,000 a year. For comparison purposes, overhead 
costs of about 283 would have to be added to the base salary. 


~. Recommendation #12: Determine the feasibility 
oF hiring a Forklift mechanic prior to 

“renegotiating the maintenance contract in 
September 1977. ee Phe axons — 


e 


“29. Logistics Management does not take advantage of the 


detailed vehicle maintenance records available at[— —__] 925x4 


One of the autom- tile mechanics maintains. records on 


ek vehicles/trailers ang 7 “as. forklifts. The records 


are summarized each month: te she such things as odometer 


readings, wasoline consinece and the average mileage per 


- gallon for each. vehicl7.° ..fetier secord shows all main- 
_ tenance and repairs Rae gees ch vehi 


iicle 


None of the 
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information is provided to management. Consequently 

_ management docs not review such things’ as vehicle efficicncy 
i a ied 

» aos... and maintenance costs, 

4 


wen ETA mene FO os 


Recommendation #13: Use available main- 


tenance records to monitor efficiency of 
vehicle. operations. 


Value of Property P 
30. The value of property recorded in the Inventory 
Control System exceeded by $116,400 the value recorded by 

the Office of Finance. The difference has remained sub- 25X14 
stantially unchanged since October 1975. Supply Division 


‘4 


I at ee Oe 


concluded that the difference cccurred when the entries 
ae were made to incorporate the stock value at 
, 4 into the Inventory Control System. Supply Management Branch 
has been researching the difference. 
Recommendation #14: Furnish the Office of 


¥inance with the information to bring the 
-accounts into agreement. 


—- TS BEX: 
< | kash Count Procedures ; sae 
- 31. The cash counting procedures ee 

should be strengthened. The individuals selected to 


count cash each month count all cash and cash items in 

the posession of the finance officer. But they do not 

count tvo funds held in Small Purchases Branch - ($10,000) 

and the Office of the Chief ($3,000). The funds are ad- 
vanced ty the finance officer informally on hand receipts. 
The funds should be verified along with the finance officer's 


to Ne area RL Utara ler asics, HEM wearin. fs MA hat ihn AE nentin naanne » AB at. 


“cash, 
Recommendation #15: Ensure that all funds 
i charged to the finance officer are counted 
| gach month. re Sar o 
. Receivirg Reports 


“oa 32. The Office of Finance/Audit § Certification 
. Divisien (A§C) continued to experience problems with re- 
 C@iving reports. the reports were received on a more 
timely basis. then in the past. But A&C personnel did 
not have a central point of contact to jecate missing 
-Yeports or to ra.sulve Gecher receiving report problems. 
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a 
Also, the Office of Finance and Office of Logistics had not 
resolved which office had the responsibility to contact 
the vendor when circumstances so dictated. Subsequent to 
the audit we were informed that as a result of joint meetings 
between Office of Finance and Office of Logistics that the 
problems have been resolved. 


Verification of Approving Officer 


33, Supply Division plans to accept requisitions without 
verifying approving officers! Signatures. The division found 
that it is a time consuming task to verify the approving 
officers' signature on each requisition. And the task sel- 
dom is productive. As an alternative to present procedures, 
the division would require each component to be responsible 
for properly approved requisitions. The effectiveness of 
internal control procedures and the validity of signatures 

would be tested during regularly scheduled component audits. 
The Audit Staff concurs that the proposed plan has merit 25X1 
but defers formal concurrence pending further review. 
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42. Protection masks are available in the vicinity 
of the apparatus, but they seldom are worn by the operator. 
Other employees also work in close proximity to the machine. 


25X1 


Recommendation #23: Determine a safe dis- 
tance from the spparatus to locate employees 
other than the operator. ; 
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43. The report contains 23 recommendations on a variety 
of subjects. Some relate to matters already being considered 
by Management; others relate to matters which may not yet 


: have received sufficient attention. We believe Supply Division 
‘ personnel will give our recommendations a conscientious 

: review and take appropriate action. 
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; Review of the Automated Logistics Management Systens— 
Activity GLa). ALN S53i1 23-82 Cates 4 arch Lu 77. 


- 1, Tae Counodity Commund Standard System (CCSo) is an 
outyrowth of a U.S. Arey Hatericl uevelopaent and avadiness 
Conmand (BARCIM) prosran to develo» st andard systons, operating 
on standard equisaent, with staniard comeuter software for 


whiolesaie logistics, depot operations, and arsenal/lab operations. 


| 


2. . CCSS 
data proces 
Key features 


is recognized as one ox the largest automatic 
no business and accounting systems ever developed. 
of this system are: 


wa 
a 


a. Extensive data maintenance and retrieval 
b. Standard data clements 
: c. CCsS Computer/Coruunication Center 
| {Autodin Tnterracs) 
d. Standard managenmont process 


3. The key functions of this Army system and the most 
important features are as follows; 


ns - . 


tei! a. Pravisioning: 


1. Autoaatic DLSC screening for stock 
numbers, ; . 
2. Estensive oditing of input data 
3. Capability to retrieve any data stored 
eit Ae Automatic generation of repair parts and 
he 2° (special tools list 
8. Auteuiatic generation of data for establishing 
an iten in. the ational Stock Sumber Haster 
Data } Record (iS) 


“Ds Cataloging: 


1. Automated record sutry to the NSNUOR 

2. extensive nunoey identification capability 

3, . Extensive inutorc nuigeable and substitutable 
“iteu £ile updates 

4. Master Data decord (4108) generated Arny 
Master liata File (ADE) changes 

$. Automated eeLor ton systen 


c. Supply amagemeat: 
-d. Activator to preclude vut-orestock situation 
2. Pre-requl irements determination and crxecution 
systan noy-date 
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3. Computation of requirement lovels and 
execution . ; 

4. Oefense ciaterjel Utilication Progran 

(WSUP) autunation 

5.. Autonatic kcquircnents Computation Systea 
fnitial vrovision ving (i) 

4G, DOD bacgeat stratification 

7, Price recocputation 

8. Aduinistrative aad procure: ent leautine 
recomputatiou 

9, Taveatory stratification . 


Procureneat and Productioa: 
1, Automated funding 

2, Autowated Procurement Work Directives (P¥D) 
3. Ageing and staying 


4, Automated delivery orders 
5. Record of all contractual data in MILSCAP 
Mas te ar File C2AIp) 
6. seni-Autonated purchase orders and delivery 
, orders ; 
7. Precuresent status in quirics 
8. Horx orderiaz and Reporting Communications 
Syste. (ORGS) 
9. eur Ou ste Bidders List (ABL 
id. ireakeut” update 


Stock Control: 
Be moss 
l. Precise req juisition control 
2. .Systeas decisions-reaguisition processing 
3. Backorder establishment 
4, Sackorder relense 
5. MILSTEP renortias 
6. Full NILSTRIP processing 
7, Automated Surv? illance of nanual action. 
8. Inventory recquciiiation 
9. Station excess 
19. pesunp on cerson nanagonent data 


§ 


Maintenance: 


* 


Malutenanace prosrans 

Halatenauce pra ran asset reporting 
Uvernaul conusuyuuption data 

madanteonanco gvevaayul factor reporting syste 
Parts explosioa 


* 


. 


On se tibet 
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6, ees Maintenance Parts Requirenonts 
List Ce si 
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8. Finaacial Management: 


>» 


mo 
a“ 


t 


is. Stock sisa 
é¢. General Ledrar maintenance 
iF Supply /Procura: ent/Pinancial intepration 
4. Find cortivication 
5. Program ang fund control 
6. Cus torier billine 
7. Ping: wedad re porting 
he Depot. otundard System (SPHEVEX): 


‘ » 


1. Shismen Planniny 

2. Transportation Rovencnt and route planning 

$3. Autouated areparation of Gi L 

4. Autonuated tronsportstion nanagenent reporting 
5. sateriel receipt control 

6. 3 stock locator systea 

7. Physical livenutory of stocks 

8. Tnspeetion schedules of ammunition 


%, Quality Tecan systen 

10, Automated workload planning 

Jl. Automated update of maintenance data bank 
12. Autonated maintenance sa0p scheduling 

13. Automated parts forecesting Lor maintenance 


sath aere - 14.) Exvense appronviation manacement 
met) 1 ace a itd ” Red 

tm Ft ° AS. Work measurement 

eg 16. etc 


wr 
we 
i 


4. It is covaets many of the se features in the Arn uy System 
are Similar to those in our Systen, except undor differont names. 
Tae jain selling ee of the ar: . System is the total int eerg- 
tion of Logistics/Tinance functions, elininatins the need for 


nave today. 
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DATA-FLO 


Bimonthly Newsletter of Mohawk Data Sciences Corp. . 


January/February 1978 


Series 21 Grows Again 


For the second time in less than a 
year, Mohawk Data Sciences 
announced a major peripheral 
expansion to its Series 21* line of 
intelligent systems. The new products 
include desktop magnetic tape drives, 
a ten megabyte disk drive and a 
keyboard rest for added operator 
comfort during long keying 
operations. Previous enhancements 
included three line printers — 90 to 
600 lines per minute — and a 
compatible channel for connecting 
Series 21 directly to larger MDS* data 
entry/communications systems. 


Introduced in January, 1977 as the 
first low cost, easy to use distributed 
processing system, Series 21 has 
subsequently gained worldwide 
acceptance. Present users cite 
modularity as a principal factor in their 
choice of Series 21. 


“MDS Series 21 lets you walk before 
you run,” said one user. “You can 
start with basic data capture 
applications on System 21/20, and 
then when time and workload permit, 
you can upgrade the system in-place 
to a user-programmable System 
21/40. One by one, local programs 
can be developed using MOBOL* 
(Mohawk Business Oriented 
Language). Eventually, most of your 
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*Trademarks of Mohawk = Sciences Corp. 


for greater efficiency and less 
dependency on mainframe 
processing.” 


Promise Fulfilled 

The new enhancement package goes 
a long way toward fulfilling the 
commitment made at the introduction 
of Series 21: "Planned extensions to 
the Series will provide increased 
processing power for a broader range 
of distributed applications. This means 
Series 21 users will always be assured 
of a long-term growth path within the 
same product family, thus protecting 
prior investments in systems 
programming, documentation and 
operator training.” 


The new tape and disk peripherals are 
favorably priced compared to similar 
competitive devices, and they have 
been engineered for a high degree of 
reliability. Since distributed processing 
systems are normally widely dispersed, 
it makes sense to design them for 
minimal service attention. 


Desktop Tape 

Two, new 25 inch-per-second 
magnetic tape drives for Series 21 are 
designed to rest on a table or desk. 
Their compact design and quiet 
operation make them ideally suited to 
an office environment, where space 


The new drives provide a computer- 
compatible medium, in either 9-track 
800 bpi or 1600 bpi formats, for 
transferring diskette files to central 
processing. Both drives accommodate 
up to 1200 feet of industry-standard 
tape 


Magnetic tape on Series 21 may serve 
as an input/output device for MDS 
data communications and media 
utility programs. Tape is also 
accessible via MOBOL programming 
for customized file manipulation. 
Series 21 magnetic tape is an 
economical, reusable medium for 
long-term file storage, such as 
customer names/addresses or part 
numbers/descriptions and pricing 
information. 


10 Megabyte Disk 

A new, mass storage disk drive is 
available for System 21/40 — the 
user-programmable version of Series 
21. This highly-reliable drive 
incorporates a non-removable disk 
pack having an on-line storage 
capacity of 10 million characters. 


Disk on Series 21 is accessible for 
data communications, media utilities 
and MOBOL programs. For example, 
user-written programs can access disk 
files, with the information being 
displayed on the video screen for 
operator reference or modification of 
stored data. 


The 10 mb disk is offered in two 
configurations: either as a 
freestanding drive, housed in its own 
cabinet (similar to the 2.5 mb disk 
shown above); or the drive can be 
integrated into the Series 21 
Controller Console. 


Keyboard Rest 

Keyboard Rest is a convenience 
accessory for Series 21 Operator 
Stations. It extends the front of the 
keyboard, providing a place for the 
operator to rest his/her wrist during 
keying. This low-cost option is 
recommended for large-volume keying 
operations, where fatigue could ww 
adversely affect production. 

For further information on these and 

other Series 21 features, contact your 


KA 
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* Decentralization: Boon To Management 


Current Trend Toward Individualism 
In December, 1977 the U.S. Census 
Bureau announced that the American 
population is evidencing a trend 

toward individualism. Factors such as 
smaller family size, more single-family 
dwellings and greater independence of 
the elderly were cited in the report. 


Similarly, many businesses have much 
of the individualism which 
characterizes the rest of society. 
Starting as small, personally-run 
enterprises, they grew into larger 
structures joined only by management 
or department heads. Individual 
managers were charged with the 
responsibility of meeting common 
corporate objectives within their own 
areas of specialization. 


Reliance On Specialists Reversed 
With increased specialization and 
diversification, data processing too 
developed its own specialists. Other 
departments had to rely on the 
combined skills of d.p. professionals 
for automation of their particular 
operation. This was understandable, 
because the high price tag of 
mainframe computers made it 


essential to spread the cost over many 


users. Economies of scale 
necessitated centralization of the 
computing function. 


The early 1970's saw a reversal of this 
trend. Low-cost componentry made 
the "personal” computer practical. It 
was difficult for individual managers to 
experiment with new methods while 
locked into a centralized system. 
Today's manager now has access to 
the computer-aided innovations which 
so often herald progress. 


DDP Is Child of Decentralization 
Although still in its infancy, distributed 
data processing (DDP) represents a 
major trend toward more accessible, 
up-to-date management information. 


In recent decades, management has _ 


been hampered by a “paper 


explosion”. Paper has been the 


traditional vehicle of information. 
Finding such information as current 


status of jobs in progress, or orders 


received or stock on hand has always 


meant paging through voluminous _ 
"eports. 


: 


In the interest of greater efficiency, 
there is a real need to convert paper 
flow to information flow. DDP enables 


/ 
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operations by extending computer 
intelligence into local offices, 
warehouses and factories. 


DDP Is Management Tool 
DDP may take various forms. There is 
no single way to satisfy all distributed 


Series 21 Highlights 


Check the following features of Series 
21: 


O Building Block Architecture 
Start with only what you need, and 
grow as you go to more complex 
applications. 


O Turnkey System 
Formatted Data Entry Program 
(FDEP) and media utility routines 
give immediate usability. 


0 User Programming 
Mohawk Business Oriented 
Langauge (MOBOL) enables 
customized processing of source 
data with System 21/40. 


O Interactive Processing 
Enables operator to interface with 
stored program for entry/retrieval 
of information in an intelligent 
environment. 


0 Local File Storage 
Files can be keyed from source 
documents or transferred from 
central to remote sites to allow 
local data base inquiries. 


0 Utilities 
MDS-provided programs allow 
data transfers between devices 
and edit routines for on-site 
printing. 


O Multiple Operator Stations 
Up to four operator stations can 


processing objectives. For example, 
some businesses find that an 
intelligent key/disk system, with its 
pre-processing capabilities provides 
sufficient localization of computing 
power. Others, particularly smaller 
businesses, effectively rely on a locally- 
placed RJE or intelligent terminal to 
interface with a mainframe for report 
processing. DDP, however, brings to 
any business the added dimension of 
customized processing on a local 
level, complementing the high-volume 


Any enterprise can increase its 
managerial efficiency by providing 
department heads with a DDP 
management tool. The advantages to 
be gained go far beyond reduced 
paper flow. Benefits such as local data 
base management, improved work 
scheduling and fewer demands on 
central computing also result. 


Adapted from SYSTEMS magazine 


O Three Keyboard Styles 
User may select data entry, key- 
punch or typewriter style key- 
boards for minimal operator 
training. 


0 Large Display Screen 
15” CRT with variable display 
attributes, blinking cursor, upper/ 
lower case, and 480 or 1920 
character display capability. 


O Prompting 
Displayed messages guide 
operator step by step through 
complex transactions. 


| Operator Statistics 
Built-in counters in the FDEP 
monitor operator performance 
and other production factors. 


O Data Communications 
BSC and SDLC pretocols for 
universal network compatibility. 


C1] MDS 1200/2300/2400 
Interface 
Direct channel interface provides 
data transfers with existing 
networks of MDS 2300 intelligent 
terminals or MDS 1200/2400 
systems for high speed data 
communications compatibility with 
a wide range of computer 
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MDS Communication Terminals Speed EFT Handling 
For Manufacturers Hanover And Chemical Bank - 


- 


Manufacturers Hanover and Chemical 
Bank, both of New York, are two of a 
number of banks that are using 
electronic data processing systems to 
handle customers’ “lock box” 
operations. Lock box is a special 
service extended to high-volume users 
like insurance companies and other 
banking institutions whereby a bank 
sets up a collection point (like a post 
office box) for receiving transactions 
from the customer. 


At Manufacturers Hanover, an MDS 
System 2400 provides 24-hour data 
input functions, mainly for lock box 
operations, but with the ability to 
service other data transmission 
demands that occur. Peter Prestipino, 
officer in charge of the Data Entry 
Department's Technical. Admini- 
stration says: “The new equipment is 
powerful enough to enable us to 
communicate with different computer 
systems and also leaves room for us 
to add on capabilities such as disks, 
card readers and printers. In essence, 
the equipment can grow as our 
demands for its use grow.” According 
to assistant vice president Nicholas 
Siragusa, there are currently 1500 
transactions transmitted daily to lock 
box customers. 


Chemical Bank provides lock box 
services to some 800 active 
customers and handles a volume of 


‘weertbout two million items. 21 post office 


pick-ups per day minimize peak load 
pile-ups and assure same-day 
handling. Once received, the items are 
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MDS System 2400 facilitates same-day processing of paperless transactions 


Leas 
janover TRGaT 


Because Chemical Bank makes 
multiple deposits as ]ate as 11 p.m., 
their lock box service assures a 
greater percentage of same-day 
deposits than the companies 
themselves would be able to during 
their own business hours. To expedite 
daily updating of accounts receivable 
records, Chemical transfers payment 
data to magnetic tape at three of its 
MDS data communications terminals. 
Tapes are then delivered to local 
customers, while distant customers 
receive their data via telecom- 
munication facilities. As part 

of its services, the bank receives tape 
transmissions from other lock box 
locations and pools the data as a 
summary of the day's payment 
transactions. An MDS communication 
terminal is then used to communicate 
data directly to the customer's main 
computer site. 


Another type of operation, Deposit 
Concentration, is one aspect of 
Manufacturers Hanover's involvement 
in Electronic Funds Transfer (EFT). 
They operate this system for bank 
customers with a large number of 
branches and provide the most 
efficient method of concentrating 
funds from local bank accounts into 
one concentration account. A daily 
transaction tape is transmitted via an 
MDS communications terminal 
directly to the customer's central 
office. 


"This system eliminates mail float as 
well as 50% of the paper flow involved 


systems,” says Saul Jones, officer in 
charge of Customer Service for Lock 
Box and Deposit Concentration. “It is 
lower in cost and more controllable 
than wire transfer systems.” 


MDS 21/40 Simulates 
On-Line Environment 


“In Series 21, MDS put the 
processing power where it's supposed 
to be,” said Anthony Barashke 
pointing to the 15” video display 
screen. Barashke is data processing 
manager for Saxton Products, Inc., a 
manufacturer of decorative telephones 
and electronic products for the CB 
and hobbyist markets. 


An MDS System 21/40 with 3 
operator stations and 3 diskette drives 
is installed at Saxton headquarters in 
Congers, N.Y.; a 2.5 megabyte disk 
drive will eventually be added. A 
second 21/40 with 2 stations is at 
their distribution center in nearby 
Nyack. Both systems are user 
programmable via MOBOL (Mohawk 
Business Oriented Language). 
Barashke’s staff is presently writing 
MOBOL programs to handle Saxton’s 
order entry and inventory control 
applications. 


Initially, both systems are 
programmed for data entry and 
validation under control of a 
Formatted Data Entry package 
provided by MDS. “The ability to get 
our systems up and running right 
away, without having to program it 
ourselves, was instrumental in our 
selection of Series 21”, Barashke said. 
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Source data is presently hand-carried 
from the Nyack distribution center for 
processing at Saxton headquarters. 
Information from two other Saxton 
distribution centers — Rockford, Ill. 


Cont. on next page 
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Great Western Sugar Forms 


DDP Network 


The Great Western Sugar Company of 
Denver, Colorado has implemented 
the first distributed data processing 
network involving MDS Series 21 
systems. Three MDS System 21/40's 
link Great Western's corporate 
processing center, sugar cane factory 
and central headquarters via standard 
telephone facilities. Information flow 
between company locations has 
improved by an order of magnitude, 
with one week turnaround shortened 
to one day. 

Several factors account for the 
improvement: 


— source data entry, 

— pre-editing capability, and 

— substitution of data transmission 
for postal communications. 


Accounting data formerly mailed from 
Great Western's headquarters in 
Dallas, Texas to their Denver 
keypunching center is now captured 
at the source. A Dallas operator enters 
accounts payable and general ledger 
information on Series 21 diskette, and 
transmits the files to Denver for same- 
day processing on their Burroughs 
4700 mainframe. The remote MDS 
system is programmed for extensive 
data validation such as batch 
balancing, check digits, table lookups 
and range checks. 


Richard Gentry, MIS Director for Great 
Western Sugar said: "The ability to 
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validate data at the source, prior to 
mainframe processing, is a 
tremendous advantage. Replacement 
of ‘dumb’ data capture devices with 
intelligent Series 21 gave us pre- 
editing capability for the first time; 
there’s no. way to measure the value 
of that!” 


Great Western's sugar cane factory in 
Louisiana utilizes their System 21/40 
to prepare applications involving order 
entry, payroll, inventory control and 
standard costs budgeting. There too, 
extensive use is made of Series 21's 
ability to pre-edit each transaction. 
Series 21 intelligence has virtually 
eliminated error runs on the 
mainframe, with little need to return 
exception reports to the source for re- 
keying. 

Each day, completed files are 
transmitted to Denver in unattended 
mode via Series 21 tape drives at the 
two remote sites. During the night, the 
processed files are returned 
unattended so reports can be 
produced the next morning on the 
remote Series 21 printers. Through 
these daily exchanges, Great 
Western's corporate, manufacturing 
and processing facilities remain 
current and in step with one another. 


MDS 21/40 cont. 


and Cerritos, Calif. — is transmitted 
from IBM 3741's at the remote 
facilities. 

Barashke explained that the 3741 has 


a small! screen which displays only 3 
lines of data and has limited operator 
prompting capability. "With System 
21/40, we can emulate an on-line 
system”, Barashke said. “This means ‘ 
we can move terminals out into 
operating departments, such as 
accounts payable. Personnel there can 
learn to use the system simply by 
looking at the screen. That also 
means less reliance on data entry 
specialists who are becoming harder 
to find.” 


Once Saxton people have developed 
and tested the needed application 
programs in MOBOL, the Nyack 
system will be replicated at the other 
two distribution centers. The remote 
systems will include abbreviated 
customer and item files, stored on 
disk and available for access by 
remote site operators. “This will give 
us data editing capability at the 
remote locations for the first time”, 
Barashke said. “Local storage 
capability will also ease the demand 
on our mainframe”. 


“It does cost a bit more per month to 
replace an essentially ‘dumb’ device 
with a distributed processing system”, 
he concluded, *but the extra 
capabilities such as user emg 
programmability and data formatting 
will lead to personnel cost reductions, 
better response to customers and 
increased efficiency throughout our 
organization. That's a worthwhile 
investment!” 
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